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1.0 Objectives 

1) To enhance student's understanding of the concept of HRD. 

2) To acquaint them with the objectives (goals), need and importance 
of HRD. 



3) To enable students to understand the impadof Globalization on HRD. 

I .I Introduction 

Today, the concept of Human resource development (HRD) is 
considered seriously by most of the medium and large scale industrial 
and business organizations; to keep them self competent and forward in 
the competitive market. In the present context, in the wake of rapid 
technological changes, in the liberalized era, employees are perceived 
as important "Assets or resources" in the organization and there is an 
increasing awareness that employees too undergo value addition that, 
they are important in giving quality of products and better customer services. 
Hence, there is a paradigm shift from purely a labour point of view, to a 
resource point of view. The current situation has given a needed fillip for 
the widespread promotion of the "HRD concept". 

Human resource Development aims at the promotion of all well being 
of individuals, families and societies. It deals with creating conditions that 
enable people to get the best out of themselves and their lives. 

1.2 Meaning and Definitions of Human Resource 

Development (HRD) 

The term human resource refers to knowledge, skills, creative 
abilities, talents, aptitudes, values and beliefs of an organization's work 
force. But these resources must be properly utilized and at the same time 
improved according to the changes in requirements of the groups, 
organization, and society at large, This source should also be developed 
according to the needs of the industry. This is the essence of human 
resource development. 

Human Resource Development is the process of improving, 
moulding arid changing the skills, knowledge, creative ability, aptitudes, 
attitudes, values, commitment etc. based on present and future job and 
orgazational requirements. HRD is mainly concerned with developing the 
skill, knowledge and competencies of people and it is people - oriented 
concept.When we call it as a people-oriented concept, the question of 
people be developed in the larger or national context or in the smaller 
organizational context. Is it different at the macro and micro level? HRD 
can be applied both for the national level and for organizational level. 

Human Resource development is a continuous on -going process 
which deals with training of personnel, self - development, performance 
appraisal and various personnel functions. 



Human Resource development in the context of an organization 
refers to the improvement in the capacities and capabilities of the 
personnel in relation to the needs of the organization. It involves the creation 
of a climate in which the flower of human knowledge, skill, capabilities 
and creativity can bloom. HRD involves the use of process through which 
the personnel in an organization are prepared to give their best for 
corporate objectives and achieve optimum effectiveness in the job roles. 
In instititutional terms, HRD involves the setting up of system through which 
human capabilities and potential can be identified and tapped to the mutual 
satisfaction of the individual and the organizations. The HRD department 
plays an important role at the organization level. In short, HRD is concerned 
with development of human resource. 

In the national context, HRD is a process by which the people in 
various groups (age groups, regional groups, socio -economicgroups, 
community groups, etc.) are helped to acquire new competencies 
continuously so as to make them more and more self - reliant and 
simultaneously develop a sense of pride in their country. 

Definitions of Human Resource Development: - 
According to American society for Training and Development 

(ASTD), "HRD is the integrated use of: - 
a) training and development 

b) organizational development 

c) career development to improve individual, group and 
organizational effect~veness". 

Adler defines HRD as "organized learning experiences in a definite 
time period to increase the possibilityof improving job performance and 
growth." 

Leonard Nadler defines HRD as "those learning experiences which 
are organized for a specific time, and designed to bring about the 
possibilityof behavioural change." 

HRD has also been defined as the process of accomplishing 
organizational objectives by acquiring, retaining, terminating, developing 
and properly using the human resources in an organization. 

T.Venkateshwara Rao defines HRD in the organizational context as 
"a process by which the employees of an organization are helped in a 
continuous planned way to: - 

a) acquire or sharpen capabilities required to perform various functions 
associated with their present or expected future roles. 

b) develop their general capabilities as individuals and discover and 
exploit their own inner potentials for their own and /or organizational 
development purposes. 



c) develop on organizational culture in which superior-subordinate 
relationships, team work and collaboration among subunits are 
strong and contribute to the professional well-being, motivation 
and pride of employees. 

Check your progress: - I 

1)Explain the meaning of the term HRD. 

2)Define Human Resource Development. 

1.3 NATURE I FEATURES I CHARAC'TERISTICS OF 

HUMAN RESOURCE DEVELOPMENT (HRD) 
- 

some important characteristics of HRD are as follows: 

1) Learning /Training: -The core of HRD is learning. There are ' 
many other human Resource development areas in the organization, but 
uniqueness of HRD is its use of learning to attain individual and 
organizational objectives. Employees can learn a great deal through 
training programmes. 

2) Career development: - HRD focuses attention on the career 
development of individual employees. Employees are encouraged to 
pursue career development through various training programmes. Such 
career developments will not only help the employee concerned but also 
the organization to become dynamic and growth oriented. 

3) Upgrading manpower: - HRD is basically concerned with the 
upgrading of manpower working in an organization. This leads to 
improvement in the individual performance of an employee and also 
corresponding improvement in the organizational performance. 

4) Organizational development: - HRD also focuses on 
organizational development which is basically a long-term approach 
meant to elevate the organization to a higher level of functioning by 
improving the performance and satisfaction of its members. This area 
focuses attention on better communication and relations throughout the 
organization. The organizztion development experts help individuals and 



groups to solve any problems in respect of absenteeism. internal conflicts, 
low productivity or resistance to change. 

5) Team Spirit: - HRD plays an important role in developing team 
spirit and co - operation. It emphasizes on integration of different 
departments and various levels of management in a co-ordinated action. 

6) Integrated use of sub - system:- HRD system involves the 
integrated use of subsystem such as training and development, career 
development, organizational development, performance appraisal, 
potential appraisal etc. In other words, emphasis needs to be placed in 
all possible areas so that individual, group and organizational efficiency 
is enhanced. 

7) Employee welfare: - The organization attempts to provide 
possible welfare measures to the employees. These measures include 
recreation facilities, educational allowances, medical insurance etc. 
Adequate and timely provision of welfare facilities motivate the employee 
in order to achieve organizational objectives. 

8) Multidisciplinary approach: - HRD is dynamic, multidiscipline 
and evolving field that draws upon education, management science, 
psychology, communication, economics, organization behaviour, 
philosophy and sociology etc. HRD aims to improve individual, group and 
organizational effectiveness in all possible areas. Therefore, it involves 
the uses of various disciplines of social sciences. 

9) Continuous in nature: - HRD is not a one - time affair. It is a 
continuous process. Organizations have to change due to the changes in 
the environment. Organizations will be in a position to change only when 
the individuals and groups in the organization recognize change and adjust 
their behaviour and activities as per the changing environment. 

10) Potential appraisal: - Through HRD, the potential of every 
employee, is assessed periodically. The superior can judge the potential 
of his subordinates through interviews, observations or by delegating 
authority, or by transfers, promotions and job rotation. Aproper potential 
appraisal assists in development planning as well as for proper placement. 

11) Key element in coping with problems: - Economic, 
technological and social trends have created acute problems for business 
and industry. Asa result, management have focused attention on HRD as 
a key element coping with these problems. This is because such problems 
can be solved with the help of creative efforts and competencies of human 
resources. 

12) Long term benefits :- HRD programmes are so designed 
as to generate long-term benefits not only to the individual employees 
concerned but also to the organization as a whole. 



13) Performance improvement : - HRD programmes aim at 
improving the performance of the employees. Through performance 
appraisal programme, the organization can find out the strengths and 
weaknesses of the employees. The employees are given proper feedback 
of their performance. Thus, the employees would make efforts to improve 
their performance. 

In short, HRD is concerned with employees, both as individuals and 
as a group in attaining goals. It is concerned with the development of 
human resources i.e. knowledge, capability, skill, potentialities and 
attaining and maintaining employee - goals including job satisfaction. 
HRD is a systematic and planned approach for the development of 
individuals in order to achieve organizational, group and individual goals. 
HRD covers employees at all levels and belonging to all categories. It 
applies to the employees in all types of organization in the world. It helps 
organization attaining maximum profit and productivity and individuals 
achieving job satisfaction. It is concerned mostly with managing human 
resources at work. HRD manager secures cooperation from all employees 
in order to achieve predetermined goals. HRD is the central subsystem 
of an organization and it permeates all types of functional management 
viz. production management, marketing management and financial 
management. HRD utilizes techniques like performance appraisal, 
training, management development, counselli~g, worker's participation 
etc. 

Check your progress: - 
1) Explain the characteristics of HRD. 

1.4 Principles of Human Resource ~evelopment system 

Many academicians have identified the principles of HRD system 
in the organization. Some of them are described below - 

a) HRD system should help the company to increase enabling 
capabilities that include development of human resources in all 
aspects such as organizational health, improvements in problem 
solving capabilities, diagnostic skills and capabilities to support all 
tile other systems in the company. 

b) It should help individuals to recognize their potential and help them 
to contribute their best towards the various organizational roles they 
are expected to perform. 



c) It should maximize individual autonomy through increased 
responsibility. It should facilitate decentralization through delegation 
and shared responsibility. 

d) It should facilitate participative decision- making 

e) It should attempt to balance the current organizational culture with 
changing culture. 

f) There should be balance between differentiation and integration. 

g) There should be a balance between specializations of the function 
with its diffusion into the others. 

h) HRD system should ensure responsibility for the function. 

i) It should build upon feedback and reinforcement mechanisms. 

j) It should maintain a balance between quantification and qualitative 
decisions. 

k) There should be a balance between external and internal help. 

I) It should plan the evolution of the function, 

rn) There should be a continuous review and renewal of the function. 

Check your progress: - 
1) Describe the principles of HRD system. 

1.5 Scope of Human Resource Development 

The scope of HRD is verywide and unlimited.At the individual level, 
when individuals are given recognition for theirabilities, they are further 
motivated to work and do their best. They are given opportunities to 
discover their talents and develop them. They are also given freedom to 
make decisions in their own fields. The individual gains confidence 
develop interest to do well and thus contributes to overall development 
and maximum production. 

At the organizational level, the organization is maximum benefited 
since the human resources are tapped, exploited and trained for further 
use. Long-term and short- term goals can be fulfilled by proper planning 
and utilization of human talents. 

At the social level, various job opportunities can be created and 
new skills can be invited. 

Lastly at national level, HRD can be most effective. While calculating 
the national income and economic growth, the prospective HRD concept 



examines the individual's potentialities, their attitudes, aspirations, skills, 
knowledge etc. and establish a concrete base for economic planning. 
HRD can contribute to build nation by concentrating on development, 
setting challenging goals, creating a nurturing and empowering social and 
political environment. HRD can algo contribute to 1d0% literacy in our 
country. Professional education instead of degree -oriented education 
and by linking education with employment, nation's many problems can 
be solved. It can also be done by developing HRD approach at macro 
level. 

The scope of HRD is ever expanding' and evolving. Some important points 
with respect to scope of HRD are as follows: - 

a) Performance appraisal: - It is an important area of HRD. It's 
purpose is to study critically the performance of employee and to guide 
him to improve his performance.An employee is told about his strengths 
and weakness and assistance is given to remove weakness and make 
the plus point (strengths) more strong. This technique is useful for building 
a team of capable employees and is also used for their self -development. 

b) Potential appraisal: - It relates to the study of capabilities of 
employees. It is useful for proper placement and career development of 
employees. Potential appraisal is useful for developing their special 
qualities which can be used fruitfully along with the expansion and 
diversification of a activities of the company. 

c) Career planning and development: -Under HRD, employees 
should be given guidance for their self - development and career 
development. The opportunities likely to develop in the organization should 
be brought to their notice. They should be motivated for self - development, 
which is useful to the organization in the long run. Superiors aresupposed 
to provide informlation and guidance to their juniors in this regard. Career 
development is an integral part of HRD. 

d) Training and development: -Training is integral part of HRD. 
This area focuses on identifying and helping to develop, through planned 
learning the key competencies that enables individuals to perform current 
or future jobs. The planned learning can take place either on-the-job 
training such as job rotation or off-the-job training outside and in- house 
training program. 

e) Employee welfare: - It is within the scope of HRD. Welfare 
activities are useful for creating efficient and satisfied labour force. Such 
facilities raise the morale of employee. Employee welfare includes the 
provision of medical and recreation facilities, subsidised canteen free 
transport and medical insurance. Such facilities support training and other 
measures introduced for HRD. 



f) Rewards and incentives: - HRD includes provision of rewards 
and incentives to employee to encourage them to learn, to grow and to 
develop new qualities, skills and experiences which will be useful in the 
nearfuture. Reward is an appreciation of good work. It may be in the form 
of promotion, higher salary or higher status. Rewards and incentives 
motivate employee and raise their morale. 

g) Organizational development: - HRD aims at providing conflict 
free operations throughout the organization. It also keeps plans ready to 
deal with problems like absenteeism, turnover, low productivity or industrial 
disputes. 

h) Quality of work life: - Quality of work life depends on sound 
relations between employer and employee. Aforeward looking policy, an 
employee benefit like job security, attractive pay, participative 
management and monetary and non -monetary rewards will go a long 
way in improving the quality of work life. Improved quality of work life helps 
employees to strike an identity with the organization. 

i) Human Resource information system: -Such system acts as 
an information bank and facilitates human resource planning and 
development in a proper manner. It facilititates quick decision making in 
regard to HRD. Every organization has to introduce such system for ready 
reference to HRD matters. Updating of such information is also essential. 

In short, the scope of HRD functions focuses attention on the following 
important aspects: - 

1) The welfare aspect concerning with working conditions and 
amenities like canteens, creches housing, personal problems of 
workers, schools, and recreation. 

2) The labour or personnel aspect concerned with recruitment, 
placement of employees, remuneration, promotion incentives, 
productivity etc. 

3) The industrial relations aspect concerned with trade union 
negotiation, settlement of industrial disputes, joint consultation and 
collective bargaining. 

All three aspects are concerned with human element in industry as 
distinct from the mechanical or technical. 

Check your progress:- 

1) Explain the scope of HRD. 



1.6 Need for HRD 

HRD is needed by any organization that wants to be dynamic and 
growth oriented or to succeed in a fast changing environment. 
Organizations can become dynamic and grow only through the efforts 
and competencies of their human resource personnel. Policies can keep 
the morale and motivation of employees high, but these efforts are not 
enough to make the organization dynamicand take it to new directions. 
Employee capabilities must continuously be acquired, sharpened and 
used. For this purpose, an enabling organizational culture is essential 
when employees use their initiative, take risks, experiment, innovate and 
make things happen the organization may be said to have an enabling 
culture. This trend goes a long way in the context of changing scenario of 
global competition, advances in technology and open economic 
environment. 

Hence, HRD is needed for the following important purposes: - 
a) To update the quality of manpower: - HRD activities are 

needed for updating the quality of manpower as per the growing and 
changing needs of an enterprise. This avoids managerial obsolescence; 
the vacancies at higher levels can be filled in internally due to HRD 
programmer as they provide training and opportunities of self- development 
to employees working at lowest levels. 

b) To meet future manpower needs: - HRD is needed to meet 
the future manpower needs of the organization. Executives, managers, 
supervisors leave the job or retire due to age factor. Competent juniors 
must take their positio~s. HRD is needed in order to keep ready a team 
of competent managers as a second line of defence. 

C) TO fill vacuum at higher levels: -Avacuum at top and middle 
levels of management is likely because a large number of old guards are 
likely to retire soon. Therefore, to fill such position, there is an immediate 
need for trained managerial personnel. 

d) To satisfy the demand of self- development of employees: 
- HRD is needed in order to meet the needs of the employees with regard 
to self-development and career development aspirations. Employee 
demand, training facilities, refresher courses, promotions and transfers, 
career guidance etc. for their self-development. HRD programmes are 
needed to fulfil self -development and career development of employees. 

e) To face market condition: - The market conditions have 
changed considerably during the past few years due to intense 
competitions. To face these competitions, employees need to be well - 
trained. 



f) To develop strength for survival: - HRD programmers are 
necessary for survival in the present competitive marketing environment. 
An enterprise can face market competition only by improving quality, 
reducing costs and avoiding wastage.All this is possible through HRD. 

g) To face chal lenges o f  technolog ica l  changes: - 
Technological changes are taking place rapidly in every area of business. 
HRD programmes are needed in order to absorb technological changes 
taking place with speed. In fact, introduction of new technological, 
computers, automation etc. will be possible only when training is provided 
to the manpower. 

h) To utilize production capacity fully: - HRD is needed in order 
to use the available production capacity to the optimum level. It provides 
skilled manpower for this purpose. 

i) To facilitate expansion and diversification: - HRD activities 
are needed to meet the manpower requirements resulting from expansion 
and diversification programs undertaken at the enterprise level. Attention 
should be given to HRD much before the introduction of expansion I 
diversification program. 

j) To create stable labour force: - HRD programs are needed in 
order to create stable, efficient, skilled and matured manpower required 
by an enterprise for the present and future period. 

k) To make optimum use of national resource: - HRD makes 
an attempt to avoid all kind of lop sided developments shortfalls in 
performance and waste of national resources. Therefore, it is necessary 
to conduct HRD program not only at organization level, but also at 
government levels throughout the country. 

I) To meet challenges of industrial development: - Industrial 
development on modem lines has created a problem of inadequate trained 
personnel at all levels in business undertakings. HRD, thus bridges the 
gap of adequate knowledge and skills. 

m) To control labour costs: - HRD ensures control of labour costs 
by avoiding both shortage and surplus of manpower in theorganization. 
Through effective human resource planning, the organization can identify 
manpower requirements. If there is a shortage of manpower, then adequate 
and timely measures are taken to recruit employees. Again, if there is 
surplus manpower, timely measures can be taken to replace or terminate 
the surplus manpower. 
Check your progress:- 

1) Discuss the need for HRD. 



1.7 Evolution of Human Resource Develo~ment in lndia 

Human Resource Development in lndia is not very old. The first 
ministry of HRD was developed in 1984 called as "Ministry of Human 
Resource Development" whose first minister was Narsimha Rao, who 
later became the Prime Minister of'lndia. 

The HRD as a function has evolved in lndia very indigenously from 
the year 1975 when Larsen &Toubro Company conceptualized HRD as 
an integrated system and decided to separate it from personnel. Since 
then, most of the organizations have started new HR Departments or 
redesignated their personnel and administrative departments as HRD 
Departments:Good HRD requires well- structured function and suitably 
identified HRD systems and competent staff to implement and facilitate 
the change process. The new HRD system clearly established the linkages 
between the various personnel related aspects such a's performance 
appraisal, employee counseling, potential appraisal training etc. Our 
country witnessed the emergence of a new HRD culture in our country 
with Prof. Udai Pareek and prof. T.V. Rao heading the movement. Started 
as a "Review exercise of the Performance Appraisal System" for L& T by 
two consultants, Prof. Pareek and Prof. Rao from the Indian Institute of 
management, Ahmedabad (IIMA) resulted on the development of a new 
function called the HRDfunction. 

Check your progress:- 

1) Explain the evolution of HRD in lndia. 

1.8 Goals 1 Obiectives of Human Resource Develo~ment 

There are some universal goals towards which all HRD effortsshould 
aim to achieve. At the national level, HRD aims at ensuring that people in 
the country live longer, live happily, free of disease and hunger, have 
sufficient skill base to earn their livelihood and well-being. At the 
organizational level, the goals of HRD is normally to have competent, 
mmrnitted and motivated employees to ensure higher levels of productivity, 
profitability and growth of the organization. (Rao T.V. 1995). At the 
individual level, these goals may include developing capabilities for 
ensuring a happy and healthy living, which include a good education or 
skill base, good income, self-respect, security, status and recognition in 
the society, good family and a sense of belongingness to a group, society 
or organization. 



In a nutshell, the goals can be clubbed as under: - 

a) Develop the individual to realize his potential as an individual to the 
maximum extent. 

b) Develop the individual's capabilities to perform his present job better. 

c) Develop the capabilities to handle future likely roles. 

d) Develop and maintain a high motivation level of employees. 

e) Strengthen team spirit among different teams. 

f) Strengthen superior- subordinate relationships. 

g) Promote inter-team collaboration. 

h) Promote climate development and organizational health 
development. 

The most important and common objective of HRD at all levels is 
competence (capacity) building for a healthy and happy living. The strategic 
process intervention required for achieving HRD goals include: using 
NGOs, decentralization, mobilization of resources and co - ordination 
and professionalism of governments. 

Check your progress:- 

1 ) Explain the goals of HRD. 

1.9 Roles and functions of Human Resource 

Develo~ment 

The new environment has thrown many challenges and opportunities 
to industry. The opportunities are for new ventures. The HRD staffs have a 
key role to play in this direction. The first and foremost role is continuous 
education of employees about the challenges and changes in the country. 
The second is in terms of educating employees about the company. The 
third is to assess and keep re-assessing the core competencies required 
by the corporation at different levels with the changing environment. The 
fourth is to plan and implement strategies to develop new competencies 
at all levels. The fifth is to review, revamp and rejuvenate the existing people 
management systems, and the HRD manager has a significant role to 

play. 
1.9.1 Major HRD Roles and their primary functions: - 

Role Primary functions 

A) Administrator - provides co-ordination logistics and support 
services for the delivery of HRD programs 
and services. 



B) Coach - gives guidance and vision to management and 
employees in the application of HRD concepts and 
iniatives. 

c) Contractor/sourcing 

Specialist Evaluator - 
Partness with external providers of training 
and development to supplement or substitute 
for internal HRD resources. 

D) Evaluator - Identifies the impact of an intervention on 
individual, group or organizational 
effectiveness. 

E) HRD manager - Plans, staffs, lead and support the work of 
the HRDfunction and links that work with the 
total organization. 

F) Career Development 

Advisor: - Helps individuals assess personal 
competencies, values and goals and identify, 
plan, and implement career and personal 
development actions. 

G) Instructor/facilitator - Presents information, directs structured 
learning experiences and manages group 
discussions and group process. 

H) Marketer - Markets and contracts for HRD perspectives, 
programs and services. 

I) Materials Designer - Produces written, visual or electronically 
mediated instructional materials. 

J) Organization change Agent - 

influences and supports change in 
organization behaviour and structure. 

K) Performance consultant 

(Needs Analyst) - identifies gaps between ideal and actual 
performance conditions and determines 
causes of discrepancies. 

L) Program Designer - prepares objectives, defines content and 
selects and sequences activities for a 
specific intervention. 

M) Researcher - identifies, develops or tests new information 
(e.g. theories, research, concepts, 
technology,hardware) and translates the 



information into its implications for improved 
individual, group or organizational 
performance. 

The functions of HRD can be broadly classified into 3 categories viz. 

1) Managerial functions 

(2) Operativefunction 

(3) Advisoryfunctions. 

1) Managerial functions: - It involves (i) planning ii) organizing, iii) 
directing and iv) controlling. 

i) Planning: -According to the ultimategoals, the HRD plans forday- 
to day activities as well as long- term programmes. HRD involves 
planning of human resources, requirements, recruitment, selection, 
training etc. It also involves forecasting of personnel needs, changing 
values, attitudes and behaviour of employee and their impact on 
organization. 

ii) Organizing: -An organization is a means to an end. It is necessary 
to carry out determined course of action. HRD maintains the 
relationship between the specialized departments and the general 
department and gives them advice. 

iii) Directing: -To execute the plan HRD motivates commands, leads 
and activates people. Through proper direction, it is possible to 
secure willing and effective cooperation of employees. Sound 
industrial and human relations can be built through proper 
instructions. 

iv) Controlling: - It means to verify the performances whether they are 
in accordance with the plans and directions. if in this process, any 
deviation is located, then correcting those errors is also done 
immediately. Controlling is done by auditing training programmes, 
analyzing labour turnover records, directing morale, surveys, 
conducting separate interviews etc. 

2) Operative functions: - Giving job is the first function of HRM. For 
this, thedevelopment has to go for job analysis, human resource planning, 
recruitment selection, placement, induction and internal mobility. 

A) Employment - creating jobs and recruiting people to those jobs is 
the first function: - 

a) Job analysis: This involves studying and collecting information 
relating to the operations and responsibilities of a specific job. 

b) Human Resource Planning: - It is a process for determination 
and assuring that the organization will have an adequate number of 
qualified persons available at proper time, performing jobs which 



would meet the requirements of the organization and which canalso 
give satisfaction to individuals 

c) Recruitment: - it is the process of searching for prospective 
employees and stimulating them to apply forjobs in an organization. 

d) Selection- Arranging for inferviews for selecting right kind of 
employees. 

e) Placement: - Placing the selected candidate in suitable job 
positions. 

9 Training- Inducing and orienting the new candidates to the 
atmosphere of the organization and developing proper attitudes 
among them. 

6) Human Resource Development: - This is the process of 
improving, moulding and changing the skills, knowledge, creative ability- 
aptitude, values, attitude, commitment etc. based on present and future 
job and organizational requirements. 

C) Determing salaries, wages or benefits etc: - This process 
involves job evaluation, wage and salarysurvey and determining wage 
structure. 

D) Human relations: -Practicing various human resource policies 
and programmes like employment development and compensation, and 
interaction among employees creates a sense of relationship between 
the individual worker and management, among workers, trade unions and 
management. 

E) Effectiveness of Human resource management: -This can 
be measured by means of organizational health and human resource 
auditing. 

3) Advisory functions: - Human resource manager has specialized 
education and training in managing humar: relations. He is an expert in 
his area and so can give valuable advice on matters relating to human 
resources of the organization. He offers his advice to : - a) Top 
management in formulation and evaluation of personnel programmes, 
policies and procedures, achieving and maintaing good human relations 
and high employee morale; b) Departmental heads on matters such as 
manpower planning, job analysis and design, recruitment and selection 
placement, training, performance appraisals etc. 

Check your progress: - 
1) Discuss the roles and functions of Human Resource Development 
(HRD). 



1.10 Significance I Importance of Human Resource 

Development 

Human Resource, along with financial and material resources - 
contribute to the production of goods and services in an organization. 
Physical and financial resources by themselves can not improve efficiency 
or contribute to an increased rate of retum on investment. It is through the 
combined and concerted efforts of people that monetary or material 
resources are hamessed to achieve organizational goals. But these efforts, 
skills and efficiencies should be increased from time to time to increase 
production. This is where HRD plays a crucial role. 

The significiance of HRD can be seen from the following viewpoints: - 

(A) At the enterprise level: - The significance of the HRD in the 
organization can be seen with the help of the following components : - 

a) The successof an organization depends to a large extent upon the 
capability, competence, efficiency and effectiveness of its human 
resources. 

b) The HRD system is an essential tool of management to develop a 
strong sense of capability. 

c) HRD is helpful in fulfilling of committed goals of individuals, 
organization, and society. It increase the capability and efficiency of 
individuals which is likely to reflect itself in the long run in individual 
well-being, 

d) HRD develops the capabilities and effectiveness of employee in 
the organization. It brings out the untapped energy, performance and 
creativity. 

e) It is a scientific method forthe development of personnel by creating 
healthy organizational climate, motivating human resources, 
developing teamwork and creating commitment. 

9 HRD motivates the employees in order to use their hidden talent for 
higher productivity. 

g) HRD develops strong superior - subordinate relationship, creates 
job satisfaction, improves organizational health and the employee 
morale, team spirit and loyalty. 

h) The sense of belonging or "we-feeling" in the minds of employees 
and awarenessof largerorganizational goals. 

i) HRD is significant factor in determining growth and prosperity of 
business enterprise. 

j) Organizational effectiveness depends on HRD as it creates an 
atmosphere to discourage red- tapism and favouritism in the 
organization. 



k) HRD is the veryfocus of the personnel department. 

I) It helps in proper manpower planning and training. m) It promises to 

fulfil the career aspirations of the work force. n) It meets the future 

requirement of the working force in the light of organizational goals. 

(B)At the individual level: -Effective management of human resources 
can help individual as: - 

a) cooperative employees to work as team. 

b) Individuals can be given full opportunities to rise. 

c) Individuals with proper motivation can utilize their talents in the 

best possible manner. 

d) HRD provides dignity to each employee by recognizing his 
abilities. 

(C) At the social level: -Society as a whole is the major beneficiary of 
good human resource practices. 

a) Employment opportunities multiply. 

b) Scarce talents are put to best use. Companies that pay and treat 
people with dignityalways race ahead of others and deliver excellent 

results. 

c) Satisfied individual employees can also contribute to society by 
joining different organization. 

d) Employee's social status is increased by providing them more 
responsible position. 

e) Society also prepares individuals to work hard and contribute to the 
organization by recognizing their talents. 

9 HRD seeks proper utilization of human resource and eliminate waste. 

g) HRD provides suitable jobs to people. 

(D) At the national level: - A nation becomes rich when its people are 
best utilized for thedevelopment of the economic enterprises. Individual's 

abilities, talents, skills and knowledge are put to use for increasing the 
nation's economic and material progress. They become the nation's 
natural resources. 

Check your progress: - 
1 ) Explain the significance I importance of HRD. 



1.11 Problems of Human Resource Development in 

India 

The various problems of HRD can be cited as follows: - 
1) Problems of management: - A good number of Indian 

organizations lack professional approach. They consider HRD programs 
as waste of time and money. They often keep their employees untrained 
and uncared and consider them as a liability and cost centre. There is a 
lack of performance appraisal, career development, training etc. 

2) Problems of employees: -The employees are so accustomed 
to the traditional environment that they are not willing tochange their attitude 
towards work and organization. The employees are reluctant to accept 
and implement new ideas. They even refuse to undergo training programs. 
The negative attitude on the part of the employees creates problem to 
implement HRD programs. 

3) Problem of trainers: - The trainers who are in- charge of 
imparting training and development often lack the experiences and know 
ledge. Again, there is hardly any planning the qualities of good trainers. 
Quite often, they lack practical knowledge. Again there is hardly any 
planning and preparation on their part to impart meaningful and purposeful 
training. 

4) Poor quality of training programs: - In India, the quality of 
training programs is poor. At times, the timing, the content, the selection 
of trainers and others, areas of training programmes are designed and1 
or decided by persons who are idealistic and impractical. 

5) Problems of trade unions: - In India, some of the trade union 
leaders are selfish and self - centred. They encourage the workers not to 
attend orjoin the training programs. Such negative attitude on the part of 
trade unions do block the training programs. 

6) Problem of recognizing change: - Management of Indian 
companies often fail to recognize changes in the environment. As a result, 
they do not feel the need of HRD programs and even they recognize the 
change, they continue to carry on their activities with the same quality and 
quantity of workforce and in the same traditional ways. 

7) Lack of quality consciousness among customers.: - The 
customers are so used to the type of goods and services that are available, 
that they do not care to complain or raise their voice for better quality of 
goods and services. This makes the company to feel that whatever they 
offer to customer is adequate and appropriate and they do not make efforts 
to upgrade and improve quality and standards in the organization. 



Consequently, the needs to improve and develop human resources does 
not arise to such organizations. 

8) Lack of support from government: - It is often said that the 
wealth of a nation depends on the quality of its people. In this context, the 
government should take adequate steps to enco"rage and initiate 
measures to increase quality of education not only in schools and colleges, 
but also for the employees working in the various organizations. The 
government should provide assistance to set up training centres in the 
country. However, at present there is a lack of active slipport from the 
government. 

Check your progress: - 
1) Explain the problems of HRD in lndia. 

1.12 Impact of Globalization on Human Resource 

Development 

HRD plays significant role in market economiesand more so in an 
economy tending towards market conditions like lndia. Global 
competitiveness has created customers diagonally opposite to what we 
have today. This is the problem, challenge and opportunity. Response to 
global competitiveness involves 'new customers'. Meeting the 
requirements and desires of new customers, demands for competent, 
developed human resources with human approach towards customers. 
Thus, liberalization has positive impact on HRD. HRD strategies of 
industries of liberalized lndia would be: - 

a) Delarging I downsizing of organization structure. 

b) Building organization structure based on the characteristics of 
organic structure. 

c) Providing the scope of internal customer approach in structuring 
organization 

d) Enriching the jobs at all levels. 

e) Creating autonomous jobs. 

9 Performance planning and development. 

g) Preferring empowerment rather than supervision. 

h) Providing conducive climate for team work. 

i) Creating the value towards new customer orientations. 



j) Encouraging innovative and creative ideas. 

k) Providing conceptual and informing role to all employees. 

I) Developing anticipatory and participatory approach 

m) Culture building. 

n) Competence building. 

o) Motivation building. 

p) Confidence building. 

q) Commitment building. 

r) Structuring business groups. 

s) Developing thevalue system centre around competition. 

t) Providing training and retraining 

u) Introducing the techniques of organsiation development. 

v) Developing the value system centre around competition. 

w) Developing reward system contributing to automatic HRD. 

x) Developing the aptitude towards different jobs and encouraging job 
rotation. 

y) Providing health care facilities to arrest the erosion in the existing 
skills, knowledge and abilities. 

z) Providing social and cultural programmes to satisfy the social needs 
of employees. 

Check your progress: - 
1) Examine the impact of globalization an HRD. 

1.13 New directions in Human Resource Development 
-- - ~p ~p - - -- 

Many issues and trends influence the HRD field today and will shape 
the practice of HRD in future. These issues and trends can also suggest 
work options and career paths where your unique skill sets, talents and 
passion can make a significant contribution. The concept philosophy and 
interest of HRD is hanging rapidly and it provides better environment and 
direction to the organization. The new area of directions of HRD have 
been described below: - 

(A) Training: - It will continue to re-invent itself as workplace needs, 
organizational goals and technological advances continue to change. 
Training options in design, talent, content, delivery and outcomes are 



expanding in every possible way. The focus of training has shifted to 
people learning rather than being 'trained'. Presently, training is viewed 
more as a tool for enhancement of human performance improvement, 
with its outcomes tied to organization goals and desired competencies, 
and instructional design based on the most appropriate delivery methods 
and latest technologies available e.g. distance learning, the internet, 
multimedia software and video conferencing. 

(B) Globalization: -More and more organizations are "going global". 
Not only has there been increased and expanded international markets 
and suppliers, but also joint ventures, overseas ownerships and global 
competition. To get the work done, organizations will increasingly rely on 
project teams made up of individuals from different cultures, races and 
worldviews to address operations, strategic planning, sales and marketing 
and other activities impacted by 'being global', International HRD 
specialists and trainers with expertise in multiculturalism and diversity will 
continue to expand their roles in organizations. 

(C) Changes i n  organizational structure: - More organizations 
around the world - large and small- will continue to reshape themselves 
to become more customer - oriented, productive and profitable. These 
changes can take place in a number of different ways: restructuring, re- 
engineering or redesigning the organizational chart and system. 
Furthermore, more emphasis will be given to the empowerment of workers 
at all levels and to organizations as "learning workplaces." 

(D) The impact of technology: -Technology is changing people's 
lives on a daily basis - both personally and professionally. Skill 
requirements will continue to increase in response to rapid technological 
innovation. Advances in technology will revolutionize the ways in which 
training is delivered. People with a technological background interested 
in the HRD field will find a great demand for their expertise. 

(E) The HRD professional: -Originally, HRD had more of a support 
role- hiring, firing, payroll administration -while today the profession is 
moving into a more central role, partnering with organizations to help them 
reach their business goals. At the same time, HRD will continue to be a 
critical resource for individuals, helping people to contribute their best 
work in healthy, affirming ways during times of change. Another growing 
shift in HRD is the outsourcing of functions leading to a rapid increase in 
the number of HRD consultants and contracts to higher education 
instituiions. The latest approach is the establishment of consulting firms 
specializing in training. 

(F) More attention to  workers: -Workers today are concerned 
with issues of job security, overload, obsolescence of their skills and 



consequences of change in their organizations as well as balance between 
their work and personal lives. They need guidance, support and direction 
in establishing priorities and determining career paths. Organizations are 
also realizing the need to acknowledge their worker's concerns, provide 
them with opportunities for learning and find ways to continually motivate 
them and recognize their contributions. The HRD practitioner can shape 
development programs that respond to worker needs and support 
organizational goals. 

Check your progress: 

1) Point out the new area of directions of HRD. 

1.14 Summary 

Human Resource Development is a systematic and planned 
approach for the development of individuals in order to achieve 
organizational, group and individual goals. It is concerned with the 
development of human resources i.e. knowledge, capability, skills, 
potentialities and attaining and maintaining employee - goals including 
job satisfaction. HRD is a continuous and never-ending process. It is 
concerned mostly with managing human resources at work. It helps 
organization, attaining maximum profit and productivity and individuals 
achieving job satisfaction. HRD plays significant role in making the human 
resources vital, useful and purposeful. HRD assumes significance in view 
of the fast changing organizational environment and need of the 
organization to adopt new techniques in order to respond to the 
environmental changes. 

1) Human Resource: - the total sum of all skills, abilities, knowledge 
possessed by people. 

2) Human Resource management: - a  process of handling people. 

3) Human Resource Development: - a process of enhancing the level 
of human beings. 

4) Counseling: -Advising 

5) Development: - It represents activities that prepare an employee for 
future challenges and responsibilities. 

6) Productivity: -the quantity or volume of the major product or service 
that an organization provides. 



7) Job satisfaction: - Favourableness, unfavourableness with which 
employees view their job. 
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1 . I7  Question - Pattern 

Q.l Define Human Resource Development. Explain its characteristics I 
features. 

Q.2 Elaborate on the need and scope of HRD. 

Q.3 Discuss the roles and functions of HRD. 

Q.4 Explain the goals and significance of HRD. 

Q.5 Discuss the problems of HRD in India. 



Unit 2 

Functions, Goals, Roles of Human 
Resource Development Manager 

Unit Structure 

2.0 Objectives 

2.1 Introduction 

2.2   he roies I functions of HRD Manager 

2.3 Goals. Objectives of HRD manager. 

2.4 Characteristics and qualities/ attributes of HRD manager. 

2.5 Challengesfaced by HRD managers 

2.6 Summary 

2.7 Glossary 

2.8 Suggested readings 

2.9 Question pattern. 

2.0 Objectives 

1) To acquaint the students with the diverse roles and functions of HRD 
manager. 

2) To enable students to understand to attributes / qualities, the goals/ 
objectives of HRD manager. 

3) To familiarize the students with the challenges faced by HRD 
manager. 

2.1 lntroduction 

Human resource refers to knowledge, skills, creative abilities, talents, 
aptitudes, values and beliefs of an organization's work force. But these 
resources must be properly utilized and at the same time improved 
according to the changes in requirements of the groups, organization and 
society at large. These resources should also be developed according to 
the needs of the industry. This is the essence of the profession of human 
resource development (HRD) manager. 



2.2 The Roles and Functions of a Personnel or Human 

Resource Development (HRD) Managers 

Today, HRD manager typically performs a variety of roles, such as 
the roles of a conscience, of a counsellor, a mediator, a company 
spokesperson, a problem solver and a change agent. He performs many 
diverse roles in accordance with the needs of the situation such as: - 

1) The conscience role is that of a humanitarian who reminds the 
management of its moral and ethical obligations to its employees. 

2) The personnel I HRD manager plays the role of a counsellor to whom 
the employees frequently go for consultation and with whom they 
discuss their marital health, physical, mental and career problems. 

3) As the mediator he maintains, peace, offers to settle disputes that 
may arise. He acts as a liaison and communicating link between an 
individual and a group and between labour and management. 

4) As the spokesperson, the personnel I HRD manger represents the 
company, because he has a better knowledge of his company's 
operations, since he deals intimately with many key organizational 
activities and functions. 

5) The HRD manager also tries to solve problems related to human 
resource issues and overall long range organizational planning. 

6) He works as a change agent, since he brings change in the structure 
of the organization. He introduces and implements many 
development programmes after convincing the top management 
regarding their needs. It is he, who alerts the top management 
regarding managerial irregularities in his organizations. 

7 )  He helps line managers learn to detect and solve their problems. 

8) HRD manager plays many other roles as well. He deals with many 
issues which are important for effective and efficient operations of 
the organization. 

Size, nature and location of organizations determine and influences 
the role of the HRD manger. Business or industry, its short and long-term 
objectives, nature of industry and product, market conditions, degree of 
competitiveness among the rivals, economic, cultural, political and legal 
environment also affect the role. 

Functions of HRD Managers: 

HRD manager perform a variety of functions. These functions include: 
1) Role analysis: - 

The HRC manager should design the wider roles ratherthan mere 
jobs based on the organization's present and future needs. The HRD 



manager should also take into consideration the internal and external 
environmental factors. 

2) Human Resource Planning: - 
The HRD manager based on the role analysis should plan for the 

human resource which would meet not only the future organizational 

requirements but also capable of being developed. 

The steps in human resource planning include: - 
a) Estimation of present and future requirements and supply of human 

resources based on objectives and long range plans of the 
organization. 

b) Calculation of net human resource requirements based on present 
inventory of human resources. 

c) Taking steps to mould, change and develop the strength of existing 

employees in the organization so as to meet the future human 
resources requirements. 

d) Preparation of action programmes to get the rest of human resources 

from outside the organization and to develop the human resources 
of existing employees. 

3) Recruitment: - 
It is the process of searching for prospective employees and 

stimulating them to apply for jobs in an organization. It deals with: - a) 
identification of existing sources of applicants and developing them. b) 
creation / identification of new sources of applicants c) stimulating the 
candidates to apply for jobs in the organization. d) Striking a balance 

between internal and external sources. 

4) Selection: - 
It is the process of ascertaining the qualifications, experiences, skill, 

knowledge etc. of an applicant with a view to appraising hislher suitability 
to a job. This function includes. 

a) Framing and developing of application banks. 

b) Creating and developing valid and reliable testing techniques 

c) Formulating interviewing techniques 

d) Checking of references 

e) Setting up of medical examination policy and procedure. 

9 Line manager's decision. 

g) Sending of letters of appointment and rejection. 



h) Employing the selected candidates who report for duty. 

5) Placement :- 

It is the process of assigning the selected candidates with the most 
suitable job. It is the matching of employee specifications with job 
requirements. This function include$: 

a) Counselling the functional managers regarding placement. 

b) Conducting follow - up study, appraising employee performance in 

order to determine employee adjustment with the job 

c) Correcting misplacements, if any. 

6) Induction and orientation :- 

These are the techniques by which a new employee is rehabilitated 
in the changed surroundings and introduced to the practices, policies, 
purposes and people etc. of the organization. They include: - 

a) Acquaint the employee with the company philosophy, objectives, 
pclicies, market share, social and community standing, company 
history, culture etc. 

b) Introduce the employee to the people with whom he has to work 
such as peers, superiors and subordinates. ; 

c) Mould the employee attitude by orienting him to the new working 
and social environment. 

7) Performance appraisal:- 

It is the systematic evaluation of individuals with respect to their 
performance on the job and their potential for development. It includes: - 

a) Developing of policies, procedures and techniques, 

b) Helping the functional managers, 

c) Reviewing and consolidation of reports. 

d) Evaluating the effectiveness of various programmes. 

It is a systematic process by which employees learn skills, 
knowledge, abilities or attitudes to further organizational and personal 
goals, It includes : 

a) Identification of training needs of the individuals and the company. 

b) Developing suitable training programmes. 

c) Helping and advising line management in the conduct of training 
programmes. 

d) Importing requisite job skills and knowledge to employees 



e) Evaluating the effectiveness of training programmes. 

9) Mangement development: - 
It is the process of designing and conducting suitable executive 

development programmes so as to develop the managerial and human 
relations skill of employees. It includes: - 
a) Identification of the areas in which management development is 

needed. 

b) Conducting development programmes. 

c) Motivating the executives. 

d) Designing special development programmes for promotions. 

e) Using the services of specialists, andlor utilizing the institutional 
executive development programmes. 

f) Evaluating theeffectiveness of executive development programmes. 

10) Career planning and development: - 
It is the planning of one's career and implementation of career plans 

by means of education training, job search and acquisition of work 
experiences. It includes internal and external mobility. 

Internal mobility: -It includes vertical and horizontal movement of 
an employee within an organization. It consists of transfer, promotion and 
demotion. 

Transfer: -Transfers and promotions are the two important ways of 
personnel adjustments. When employees are transferred without any 
promotion or demotion, it is simply a transfer. In transfer, there is no 
material change in the status, responsibilities or pay of the employee. 
This activity deals with : - 

a) Developing transfer policies and procedures. 

b) Guiding employees and line management on transfers 

c) Evaluating the execution of transfer policies and procedures. 

Promotion: - 
It deals with upward reassignment given to an employee in the 

organization to occupy higher position which commands better status and 
I or pay keeping in view the human. resources of the employees and the 
job requirements. This function covers: - 

a) Formulating of equitable, fair and consistent promotion policies and 
procedures. 

b) Advising line management and employees on matters relating to 
promotions. 



c) Evaluating the execution of promotion policies and procedures. 

Demotion: - 
It deals with downward reassignment to an employee in the 

organization to lower level position. It includes: 

a) Developing equitable, fair and consistant demotion policies and 
procedures 

b) Advising line managers on matters relating to demotion 

c) Overseeing the implementation of demotion policies and 
procedures. 

11) Organization development: - 
It is an organization wide, planned effort, managed from the top, 

with a goal of increasing organizational performance through planned 
interventions. Organization development (OD) looks in depth at the human 
side of the organization. It seeks to change attitudes, values, organization 
structures and managerial practices in an effort to improve organizational 
performance. 

12) Compensation: - 
It is the process of providing equitable and fair remuneration to the 

employees. It includes job evaluation, wage andsalary administration, 
incentives, bonus, fringe benefits, social security measures etc. 

a) Job evaluation: -It is the process of determining relative worth of 
jobs. It is concerned with:- selecting suitable job evaluation 
techniques - classifying jobs into various categories - determining 
relative value of jobs in various categories. 

b) Wage and salary administration: -It is the process of developing 
and operating a suitable wage and salary programme. It covers: - 
conducting of wage and salary survey. - determining of wage and 
salary rates based on various factors. -Administering wage and 
salary programme - evaluating its effectiveness. 

c) Incentives: - It is the process of formulating, administering and 
reviewing the schemes of financial incentives in addition to regular 
payment of wages and salary. It includes. -formulating incentive 
payment schemes. - helping functional managers on the operation. 
- reviewing the incentive plans periodically to evaluate their 
effectiveness. 

d) Bonus: - It includes payment of statutory bonus according to the 
payment of Bonus Act, 1965. 



e) Fringe benefits: - In addition to compensating employees fairly 
and adequately for their contribution in the performance of their jobs, 
organizations these days typically pay for a wide variety of supplementary 
benefits often called 'fringe benefits'. Broadly speaking, such 'fringes' can 
be constructed to include all expenditures designed to benefit employees 
over and above regular pay (housing facilities, educational facilities, 
conveyance facilities etc.). These benefits are the indirect payments 
employees receive in addition to their direct wages or salaries. 

13) Social and culture programmes: - 
Such programmes enable the employees to interact closely with 

each other, open - up their cognitions, share the strengths etc. 

14) Worker's participation in management: - 
It enables both the management's and worker's representatives to 

share and exchange their ideas and viewpoints in the process of joint 
decision - making. This collaborative decision -making process creates 
a platform for mutual learning and development. Hence, HRD managers 
should encourage the workers to participate in management. 

15) Quality circles: - 
It is a self-governing group of workers with or without their superiors 

who voluntarily meet regularly to identify, analyze and solve problems of 
their work field. This process of voluntaly problem solving exercise enable 
the workers to learn decision - making and problem solving skills from 
each other. 

16) Employee counselling: - 
The process of employee counselling about his job and organizational 

related activities helps him to acquire additional skills, knowledge and 
abilities from his counsellor- mostly his superior. Therefore, HRD manager 
should arrange for frequent employee counselling. 

17) Teamwork: - 
It requires a joint effort of the members to plan, make decisions, 

implement them, evaluate them and correct them. This process enables 
the members to learn from each other and make the other's strength their 
own. Therefore, HRD manager should encourage the team work for 
developing the organizational human process efficiently and effectively. 

18) communication policies: - 
The free flow of upward communication policies encourage and 

motivate the subordinates to share their new ideas, experiences and other 
work related issues with their superiors. The superiors in turn learn them. 
As, it enables the learning process, the HRD manager should visit the top 



management to formulate favourable and learning - initiative 
communication policies. 

19) Monetary rewards: - 
Attractive monetary rewards motivate the employeesto improve their 

performance further, acquire latestskills and knowledge and to develop 
their human resources. Here, the functions of 'HRD manger 'include 
educating the top management to offer learning - initiative monetary 
rewards. 

20) Non - monetary rewards: - : 

Non - monetary rewards like free lunches and dinners, knick - 
knacks, awards, social acknowledgement, office environment, tokens and 
on -the - job rewards. On -the - job rewards, include job enrichment, 
job rotation etc. These rewards encourage the employees more than the 
monetary rewards to perform better and acquire additional skills and 
knowledge. Therefore, HRD manager should concentrate on providing 
non-monetary benefits, 

21) Employee benefits: - 
Such benefits also encourage the employees to learn and acquire 

additional skills. 

22) Grievance mechanism: - 
Prompt settlement of employee grievances leads to job satisfaction 

and satisfied employees are encouraged to enrich their resources with a 
view to enhance their contributions to the organization. As such, tiRD 
manager should help the top management to design an efficient grievance 
handling mechanism. 

23) The other functions of HRD manager include: - 

1) To develop a human resources philosophy forthe entire organization 
and get the top management committed to it openly and consistently. 

2) To influence personnel policies by providing the necessary inputs to 
the personnel department I top management. 

3) To plan and design new HRD methods. 

4) To keep inspiring the line managers who are primarily responsible 
for the implementation of HRD methods provided to them by the 
HRD department. 

5) To monitor effectively the implementation of various HRD methods. 

6) To conduct human process research, organizational health surveys 
and renewal of exercises periodically. 

7) To work with unions and associations and inspire them. 



Broadly speaking the roles/ functions of HRD manager can be 
summarized as below: - 
(A) Personnel role: - 
(a) Advisory:Advising management on effective use of human 

resources. 

b) Manpower planning - recruitment, selection etc, 

c) Training and development of employee. 

d) Measurement and assessment of individual and group behaviour 

(B) Welfare and counsellor's role: - 
a) Managing services - canteens, transport, cooperatives, creches etc. 

b) Group dynamics - group counselling, motivation, leadership 
communication etc. 

c) Research in personnel and organizational problems. 

(C) Administrative role: - 
a) Salary and wage administration. 

b) Maintenance of rewards and incentives. 

c) Human engineering, man - machine relation. 

d) Effective utilization of human resource. 

(D) Fire fighting and legal role: - 
a) Grievance handling. 

b) Settlement of disputes. 

c) Handling disciplinary and legal matters 

d) Collective bargaining. 

e) Joint consultation and participation. 

The staff functions of HRD/Personnel manager can be broadly 
divided under the following 3 categories: - 

1) Advisory function or counselling 

2) Service function -. 

3) Control function. 

In other words, HRD managers are called upon to discharge the 
following functions: - a) Manpower planning and control at corporate level. 
b) to deal with long-term effectiveness of the company. c) Integrate 
companie's personnel plan with business plans. d) To ensure company 
policies and plans are compatible with govlstate policies and laws. Thus, 
summarisedly, HRM responsibilities can be grouped in 3 sections- 

A) Personnel administration - keeping records, staffing etc. 



6) Industrial relations -employee assistance, motivation, grievance 
handling, redressalsetc. 

Check your progress: - 
1) Discuss the roles/functions of HRD/ personnel Manager. 

2.3 Goals I Objectives of HRD Manager 

Primary objectives of HRD manager relate to the creation and 
distribution of some goods orsewices. The HRD manager assists those 
who are engaged in production, in sales, in distribution and in finance. 
The goal of HRD manager is thus: - 

1) To create a workhorse with the ability and motivation to accomplish 
the basic organizational goals; 

2) They relate to the satisfaction of the personal objectives of the 
members through monetary and non-monetary rewards. 

3) They relate to the satisfaction of community and social objectives 
such as serving the customers honestly, promoting a higher standard 
of living in the community, bringing comfort and happiness to society, 
protecting women and children and providing for aged personnel. 

The specific objectives1 goals of HRD / Personnel manager can be 
listed as follows: - 

1) To ensure effective utilization of human resources. All other 
organizational resources will be efficiently utilized by the human 
resources. 

2) To establish and maintain an adequate organizational structure of 
relationships by dividing tasks into functions, positions and jobs and 
by defining clearly the responsibility, accountability or authority for 
each job and its relation with otherjobs in the organization. 

3) To develop individuals through training and education. 

4) To ensure respect for human beings by providing various sewices 
and welfare facilities to the personnel. 

5) To ensure merging of individual goals with those of the organization 
in such a manner that the personnel feel a sense of commitment 
and loyalty towards it. 

6) To identify and satisfy the needs of individuals by offering various 
monetary and non- monetary rewards. 



7) To achieve and maintain high morale among employees in the 
organization by securing better human relations. 

In broader terms, the objectives1 goals of HRD / Personnel manager 
are to secure the following: - - 

A) Industrial peace: - 
Without the cordial relationship between the employees and 

employers, no prosperity is possible. For continued success and progress, 
it is essential to have mutual understanding and participative and good 
relationships in the industry between the management and labour. HRD 
managers function to achieve long lasting industrial peace. 

B) Achieve high productivity: - 
In a competitive environment, productivity improvement is very 

significant. By investing high in best technology and machines, productivity 
can be increased. New successful tricks can be discovered by the 
employees to increase productivity. By acquiring and updating specific 
types of skills needed forthe work, productivity can be increased. If the 
employee is able and knowledgeable, he can be highly motivated. 

C) Improve quality of work life of employees: - 
This involves meaningful work, good supervision, sense of 

belongings with the organization. 

D) Obtain and sustain competitive advantage: - 
HRD managers have to develop a good conducive organizational 

culture in which employees can share a pattern of norms and values. 
Employees learn to cope with external environment as well as internal i.e. 
innovative management strategy. In a dynamic situation, technology 
changes very fast. Employees are to catch up with them and update their 
knowledge. There is need to have continuous improvement and innovation. 
This is the goal of HRD managerto attain and maintain competitive attitude 
of the employees. 

Check you Progress: - 
1) Discuss the goals1 objective of HRD / Personnel manager. 

2.4 Characteristics and qualities I attributes of HRD 

manager 

The profession of HRD manager requires advanced, specialized, 
formal education and training. He must have the active support of the top 



management. He must also win the confidence of the employees and 
their union. Tact and imagination are his only guides. 

To be successful in his job, HRD manager must be specialized in 
organization theory and as such be an effective advisor to top ' 

management in organizational matters as well as bein'g able to organize 
his own department I division without any friction and with good will. 

HRD manager should have real expertise in personnel administration 
- knowledge of relevant laws, procedures,'techniques and of 
developments in theory and practice in comparable economies, 
behavioral science's contribution to personnel management, a bent for 
research in men management and should have an adequate knowledge 
of behavioral sciences which study the reactions of individuals and the 
groups to particular sets of conditions and environments in an organization 
or a factory. 

Prof. Jucius has emphasized that HRD managers should posses 
the following type of general knowledge, besides their specialization in 
the field of personnel areas - philosophy, ethics, logic, mathematics, 
sociology, anthropology, medicine, history, economics, management and 
political science. 

HRD manager must have keen sense of social jystice and be fully 
appreciative of the rights and interestsof the men and women at work as 
well as of the economic necessities of organization. HRD manager must 
show warm interest in people. 

HRD manager must possess: - 

a) Amind with a capacity for creative thinking, for analyzing situations 
and reasoning objectively. 

b) He should be capable of resolving the problems and must be able 
to motivate and direct employees. 

c) Adevoted sense of faith in humanity. 

d) Capacity for leadership, a sense of social responsibility and a 
standard of social justice. 

e) Personal integrity so that employee may have faith on him. 

9 A friendly approachable nature, Which is tactful and sympathetic 
and a pleasing personality, a well-groomed appearance, 
sophisticated sense and habits and capable of working with and 
through other people. 

The Personnel I HRD manager must also possess other personal 
attributes1 qualities like: - 

A) Intelligence: - This includes skills to communicate, articulate, 
moderate, understand, command over language, mental ability and 



tact in dealing with people intelligently, ability to draft agreements, 
policies etc. 

6) Educational skills: - HRD manger should possess learning and 
teaching skills as he has to learn and teach employees about the 
organizational growth, need for and mode of development of 
individuals etc. 

C) Discriminating skills:- HRD manager should have the ability to 
discriminate between right and wrong the just and unjust, merit and 
demerit. 

D) Executing skills: - HRD manager is expected to execute the 
management's decisions regarding personnel issues with speed 
accuracy and objectivity He should also be able to manage the office, 
set standards of performance, coordinate, control etc. 

As a professional, he should have patience, and understanding, 
ability to listen before offering advice. He must be able to combrne social 
justice with a warm personal interest in people, which must be secured by 
an uncommon degree of common sense. 

HRD manager must be effective, careful in looking after safety and 
welfare of employees, legally knowledgeable and expert in human 
resource planning, recruitment, training, appraisal and compensation. 

In short, HRD manager must be a person who has the human 
relations skill, a sensitivity to behavioural issues and a conceptual skill to 
see the broad picture and predict situation rather than react to problems 
as they occur. 

Fairness and firmness, tact and resource fullness, sympathy and 
consideration, knowledge of government's policy towards labour and the 
general economic conditions prevailing at a given time and competence, 
confidence and long - term perspective etc. are some of the basic 
attributes I qualities which HRD manager must possess. 

Check your progress: - 
1) Describe the qualities1 attributes of HRD manager1 Personnel 
manager. 



2.5 Challenges faced by Human Resource Development 

I Personnel Managers 

HRD managers face many problems today which are as follows : - 

a) Enlarging the scope of personnel management: - 
Earlier, personnel management was restricted to 'health and 

happiness' i.e. only for entertainment. Now the activities include 
recruitment, selection, job design, job analysis, motivation, morale, 
human development, empowerment of employees etc. 

b) Focus on knowledge and skill: - 
The success and survival of an enterprise today depend on the 

knowledge and skill of employees. 

Hence, the focus is on persons and their development. 

c) Structure and size of enterprises: - 
Globalization of economy and liberalization of trade have enlarged 

the scope and scale of operation of organizations. Emergence of 
multinational corporations was the result, firmsare widely dispersed all 
over the world. Employees of such organization come form different 
countries and nations having different culture, philosophy and value system. 
Managing a group of heterogeneous people throw greater challenges to 
modern managers. 

d) Globalization of business: - 
In globalization and liberation of trade, working relationships between 

managers and employees, managers and suppliers, managers and 
customers etc. Must undergo drastic changes. In globalization, 
'relationship network' and 'relationship management' etc. Have very 
important roles to play. 

e) Managerial skills in HRD: - 
Personnel managers must have technical skill, conceptual, and 

human skills to manage the varied emotional behaviour of employees. 
Their personalities, expectations and perceptions are different. 

9 Increase in the size of employees: - 
Rapid industrialization has led to large scale production and big 

factories. So the number of employees has increased enormously. 

g) Quality of employees: - 
Quality of employees hasalso changed. More educated and skilled 

people come to work. Managing them needs better appreciation of their 
expectations and clear understanding of their psyche: feeling, attitudes 



and sentiments. They are better organized and informed through public 
media and unions. 

h) Sustainable competitive advantage: - 
Value is built in the product by employees through superior 

technology, excellent work manship, process and good services. 
Competitive advantage is sustained by continued innovation and 
improvement in product design, production methods, marketing 
techniques and customer interactions and earning their loyalty and good 
will. Employees need to be highly motivated and enlightened in order to 
be innovative and creative. 

i) Empowerment o f  employees: - 
As the time goes, competition is becoming very severe. Employees 

must be made highly committed and devoted to their job. They will be 
more innovative and creative on their own. 

Check your progress 

1) Examine the challenges faced by HRD managers. 

2.6 Summary 

Today, the HRD managertypically performs a variety of roles, such 
as the roles of conscience, of a counsellor, a mediator, a company spokes 
person, a problem solver and a change agent. He performs many diverse 
roles in accordance with the needs of the situation. The main objective of 
HRD manager is to see that human resource are purposefully utilized for 
the optimum good of the organization and there should be meaningful co- 
operation for achieving the objectives of management. HRD manager 
must motivate people to do better. Apersonneli HRD manager must be 
good at handling men, he also has to hire, train, place, utilize and maintain 
an effective work force that help in accomplishing firm's objectives. 

2.7 Glossary 

1) Human Resource: -the sum total of all skills, abilities, knowledge 
possessed by people. 

2) Human Resource Development: a processof enhancing the level of 
human beings. 

3) Counselling: -advising. 



4) Productivity: The quantity or volume of the major product or service 
that an organization provides. 

5) Management: -art of getting things done through people. 

2.8 Suggested Readings , 

1) P. Subba Rao- Essentials of Human ~esource Management and 
Industrial Relations. 

2) Stephen R. Robbins- Organizational Behaviour. 3),Gary Dessler- 
Human Resource Mangement 

2.9 Question Pattern 

Q.1. Analyse the roles and diverse functions of human resource 
development manager. 

(2.2. Explain the goals1 objectives of HRD Manager. 

(2.3. Describe the qualities1 attributes of HRDmanager. 

Q.4. Examine the challengesfaced by HRD manager. 
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3.1 5 Question Pattern 

3.0 OBJECTIVES 
- -  - -  - 

1. Introduce the subject Human Relations to students. 

2. To study theconcept of Human Relations. 

2. To give the meaning and definition of human relations. 

3. To study the importance of human relations. 

4. To understand the philosophy of human relations. 



5. To convince students about interrelationship between human 
relations with other social sciences. 

6. To study scientific management. 

7. To convince students about objectives of Human Relations. 

8. To teach the position of Human Relations Movement in India. 

3.1 INTRODUCTION 

We are interested in the study of human relations, meaning and 
definitions. Human relations are found in all social sciences. Human life 
depends on human relations. In other words, without human relations 
nothing is possible in the world. Since from the beginning of society human 
relations are born and live always. Relations are simple and complex. 
Along with human activities human relations change. For example, human 
relations are different in simple agriciltural society and complex industrial 
society. Similarly, human relations are different in rural society and urban 
society. We are also interested to know human relations in different fields 
and institutions. Family relations are different from relations in schools 
and colleges. Human relations are informal and formal. Human relations 
depend on situation and human actions where people are involved in 
various organizations. In all organizations human relations play a significant 
role. 

3.2 NATURE AND IMPORTANCE OF HUMAN RELATIONS 

Man isa social animal. He cannot live alone. An organization, whether 
small or big, formal or informal, whether afamily, a bank, an industry, is 
composed of people. People are the human resources and they are the 
real strength. Human resources prior and the most important factor of 
production. Without human resources no organization works. No 
technology runs on its own without human beings. The study of human 
resources is nothing but the study of human relations. 

Human resources consist of knowledge, skill, creative ability, talent 
and experience. Further human relations are modified and established 
with the help of education, training and experience. Human beings differ 
in educational qualifications, experience and abilities. They differ in 
interests, talent and skill. Man is a wonderful animal in the animal kingdom. 
He is smart, an emporium of intelligence and beauty. Man is the great 
artist in the world. So the words of Greekdramatist Sophocles are right 
"The wonder of wonders is Man. He has an infinite capacityto think, 
to develop, to create, to invent, to feel, to love, to respect, to destroy. 
In other words, human relations play a significant role in every walk of life. 
Thus, human relations means, a joint effort of men and women in the 
development of civilization. 



Human relations are peculiar and interesting. They are as old as 
human history. From the beginning of the human history, men formed the 
society with the help of human and social relations. The relations are 
biological, social, cultural, economic and political. Living together and 
working together is the foundation of human relations. Human relations 
are found in the families, in schools, with neighbors, friends, peer groups, 
between nations and nations. Human relations are important, whether they 
are co-operative, conflicting and assimilative. Man is a social man and 
also an economic man. He needs money to satisfy his basic needs. He is 
a complex person. He is humane. This human character guides his 
relations with his organization, colleagues, supervisors, and subordinates. 

A business organization, a factory, an industry are solely depend on 
human relations. No organization run on robots and machines. So 
sociological study of human relations is primary and other aspects are 
secondary. Progress of any firm depends upon the richness of human 
relations. Wecannot study any organizations without human relations. The 
main objective of HRD is to integrate the individual and organizational 
goals. When human resource programmes are successful, they tend to 
decrease accidents, absenteeism, turnover while simultaneously raising 
morale quality and productivity. At the minimum, such programmes should 
prevent undesirable behaviour such as sabotage, slow down, 
insubordination, strikes, use of drugs, and alcohol on the job etc. 

It has been observed that all decisions are not made in the interests 
of organizational productivity and profits. Sometimes employees are 
favoured and hired professional managers show more interest in social 
responsibility. 

Check your progress :- 

Q.1. Explain the importance of human relations. 

3.3 Meaning and Definitions of Hunan Relations 

Interaction of people in every walk of life is considered as human 
relations. Actions and interactions are found in schools, homes, business 
organizations and governments. As a family, members interact as husband, 
wife, children, brothers and sisters. As an industry people interact as 
employers and employees. As a government people interact as citizens 
and governors. Without human relations, no society, no institution, no 
organization exists. 



Let us understand the following definitions given by experts in the field of 
human relations. 

1) Huneryagerand Heckmann define human relations is "a systematic, 
developing body of knowledge explaining the behavior of individuals ' 

in the working origination." , 
A3) In the words of Scott, "Human relations are a process of an effective 

in the integrating of people into work situation in a way that motivates 
them to work together productively, co-operatively and with 
economic, psychological and social satisfaction." 

4) Mee says that "Human relations are the medium through which both 
employees and the company mutually co-operate for the maximum 
satisfaction of the economic, social and psychological wants of all 
people having relations with an organization which has the objective 
of increasing productivity." 

From the above definitions we can make out that, human relations 
are very important in the management practice, running an organization 
for the sole benefit and satisfaction of all. It is a situation which brings 
multiple human contacts for the benefit of all in the world. 

It is an art getting along with the people as an individual or group of 
individuals. It helps to achieve two goals:- 

1 ) Greater productivity at work, and 

2) Greater human satisfaction with the organization. 

Without understanding the features the meaning of human relations 
would be incomplete. The following are the features of human relations. 

1) Co-operation: All people co-operate in any organization. Success 
of any organization depends on effective communication and co- 
operation of human beings. 

2) Individual and Group satisfaction: Human beings work for the 
satisfaction of their various needs. So human relations play ail 
important role for the satisfaction of individual and group 
requirements. 

3) Human relations are psychological, social and economic:All 
work for the common benefits. 

4) Human relations solve various problems: Human relations 
develop indevidual and group strength. Accordingly they help 
individuals to soive their various problems. 

Check your progress:- 

Q.1. Define the term "Human Relations". 



3.4 Assumptions of Human Relations 

The following are the fundamental assumptions of the human relations 
perspective. 

1 ) Man cannot live by bread alone. No doubt physiological needs are 
important and they can be satisfied with the help of money. But an 
understanding of human behavior is absolutely necessary. 

2) Aperson in any organization works and that brings him an ultimate 
satisfaction. Work satisfaction and life satisfaction are co-related. 

3) Human relations are changing and modifying due to individual 
differences. 

4) A person not only belongs to his work organization, but also many 
organizations which are social, economic and political. 

5) Persons should be treated differently as they are different in skill, 
experience, education, social and intellectual abilities. 

6) A business organization is a social system. Human relations are 
affected by the organizational system. Formal and informal human 
relations exist. 

7) An organization needs people and people need organization. An 
organization is a place where people achieve their goals. 

8) All employees have a variety of expectations from the organization. 

9) People feel satisfaction in work by getting money, recognition, 
prestige, freedom, respect and security. 

Check your progress:- 
Q. 1. Discuss the assumptions of human relations. 

3.5 Philosophy of Human Relations 

Human relations are primary and important in getting the job done. 
Human beings are the living factor in any production unit The other all 
things like machineries, raw haterials are secondary. In other words, 
human engineering is important. 

The following points help us to understand the philosophy of human 
relations. 

1) The industry exists for the individual and not the individual forthe 
industry. Whereas, in olden days, individuals were occupied with 
traditional works based on caste, religion and society. 



An organization must take full account of the social, spiritual, and 
economic needs of individual employee as consumer and member 
of society. 

Entrepreneur should sound employment policies to safeguard and 
promote the interests of workers. 

An employer and employees have amicable and co-operative 
relations, whether there is a trade union or not. 

Employer should allowworkers to form union. 

The co-operation and hard work of each individual worker should 
be awarded. 

Employer should control the work of all individual workers through 
different personnel and also provide economic security. 

The individual worker in respect of his status, right, prospects for 
advancement and economic prosperity is linked with the success 
of the enterprise. 

No policy of an organization, whether it is of the management or of 
labour, which violates the rights and freedom of the individual, can 
long survive in a free society. 

Afree society has the obligation to uphold and safeguard the rights 
and privileges of the individual and to see to it that this principle is 
effectively expressed in national policy. 

Check your progress:- 

Q.1. Explain the philosophy of human relations. 

3.6 Scope of Human Relations 

In different social sciences the scope of human relations is wide 
and unlimited In management sciences also it is wide but subject-wise it 
avoids many mattersand becomes limited as concerned to promotion of 
welfare of the individuals as enterpreueners, promoters, workers and 
unions. The scope of human relations is elaborated by Halloran. It is as 
follows. 

Every person possesses a unique set of talents, ambitions and work 
experience. 'These qualities are very useful in the working atmosphere 
and play a significant role. Success or failure depends on personal human 
qualities. 



1) The organizational aspects of any organization, such as, size, 
location, economic stability, social atmosphere and automation, 
define the scope of work and division of labour. 

2) Innovations in technology, production methods help to structure and 
restructure job roles and responsibilities. Human relations are 
disturbed if the relationship between workers and management 
constrained. 

3) Promotion of individuals to positions of greater responsibility and 
authority generally creates a need for changed behavior patterns 
between the new supervisors and their former peer* which, in time 
can create human relations problems. 

4) Inexperienced workers may not be able to perform their roles in a 
competent manner. The time they take to adjust cannot only create 
problems with production schedules, but can also create particular 
kinds of human relations and problems between them and their co- 
workers and supervisors. 

There are many causes responsible for problems in human relations. 
No single approach or a condition creates a good atmosphere for better 
human relations, because it is a dynamic and endless subject. 

Check your progress:- 
Q.1.  Discuss the scope of human relations. 

3.7 Objectives of Human Relations 

Human relations is a sociological phenomenon. It helps to improve 
morale and job satisfaction of employees and employer. It helps to stabilize 
relationship between all members who are related to the organization. 
Objectives of human relations help to motivate and improve three way 
communications and through employees' participation in decision-making 
process. It further helps to create employment and working conditions 
less impersonal. 

According to Kossan the main objective of human relations is to 
reduce tension, misunderstanding between employer and employees. It 
helps to increase efficiency and reduce unrest in the working environment. 

Kossan suggests an understanding of human behaviour between 

the personnel involved in the organization for betterment and prosperity 
of the company. Kossan suggests the following points. 



1) Assist the manager to develop a better realization of how his own 
attitudes and behavior play a part in everyday affairs. 

2) Assist human beings to develop a keener sensitivity towards other 

people. 

3) Help him to develop an improGed understanding of the problemsof 
reconciling his own interest and capabilities with the needs and goals 

of the organization of which he is, or will become, a part. 

4) Enable him to anticipate and prevent problems. 

5) Assist him to cast aside some of the excess mental luggage that 

increase his mental load. 

Prof Morris Raphael Cohen says about mental luggage that "I have 
never discovered any royal road up the rocky and dangerous step of 
philosophy; I did not conceive it to be a part of my function' as a teacher to 
show my students such a road' I only convince them that they must climb 
for themselves or sink in the mire. I will only help them to make their way 
easier by removing negative ideas and hurdles. I will convince them to 
remove all rubbish before construction. 

The purposeof concept of human relations is not to enable people 
to discover clever or cunning techniquesfor winning ftiehds and influencing 
people through, personality development, nor to enable them to manipulate 
as though they were puppets, but to assist them in working more effectively 
with other people in organization. 

The goals of human rslations are set in two ways. One is for the betterment 
of the organization and another is for the betterment of employees. 
Organizational goal is interested in its growth and development and 
employee's goal is job satisfaction, recognition and promotion. 

Check your progress:- 

(2.1. Explain the objectives of human relations. 

3.8 Brief History of Human Relations Movement or 

Approach 

The human relations movement became popular in 1940s and early 
when much attention began to be paid to the worker's needs,and in 
realizing the importance of human beings in total productivity. This approach 



was significant departure from the Taylorian an "Scientific Management 
approach " 

Frederick W.Taylor (1 856-1 91 5) an industrial engineer introduced 
the idea of "Scientific Management". Its main objective was to remove 
antagonism between the owner and the workers. The "Scientific 
Management" approach has given the management "work management 
techniques, organization and methods, and assembly line production." 
Taylor was an apprentice, and then worker, gang boss in a company, and 
joined the evening engineering college, obtained a degree in engineering 
and became the chief engineer. In coming years, Taylor's ideas received 
recognition and there developed separate discipline called 'Human 
Engineering. Human Engineering is the study of people at work and of 
work methods; it includes a study of equipment design, methods of work, 
hours of work, and environmental conditions of work. Its purpose is to 
improve productivity and job satisfaction" 

F.W. Taylor, the founder of scientific management approach was of 
the opinion that by watching men, tools or tasks they were required to 
perform itwas possible to increase productivity. He also realized that by 
time and motion studies, the physical movements of the worker can be 
reduced in favour of quick performance ofjobs. This can also lead to less 
physical burden on the workers. F.W.Taylor and his associates developed 
well defined laws, rules and principles established by scientific studies. 

Taylor's theory is known as Taylorism . He firmly believed that by 
controlling wasteful movements on the part of workers. a lot of time and 
energy could be saved and this can give less fatigue to workers. This can 
also lead to more production during the same time intervals ..... He 
suggested various controls of production, time study methods, motion 
controls of production, time study methods, motion controls, division and 
definitions of responsibilities, planning, charts, organizational schemes 
in order to increase productivity. 

He also suggested to improve lighting and ventilation aspects of 
work. Workers can work better if the working conditions are improved. 

He also suggested that by giving more money incentives to workers, 
their interest in work can be increased and their aim can be focussed. 

Scientific management approach was very successful and in later 
years, management adopted this approach and got their production highly 
increased. But the whole approach was 'technology oriented' and not men 
oriented. The workers were looked upon as pats or instruments of 
machines which could be manipulated as per the desire of management 
to increase the production. The workers were not treated as human beings 



with their own desires, feelings, ambitions, and sentiments. Further 
fragmentation of an operation lends to each man doing only one little job 
(specialisation), encouraging a mechanistic conception of men at work. 
This ultimately led to a situation where at times symptoms of alienation, 
frustration, conflicts were evident. This approach only looked at economic 
aspects of organization and not at human aspects and also paid no 
attention to the complex social networks created by workers within the 
work environment. 

By 1920, the image of workers had changed drastically for the new 
ideal which held that all workers were complex, unique, and possess 
considerable individual skill, abilities which could be measured, tested 
and trained . In all organizations, human beings are important and all 
other machines and materials get life with human touch. So human 
relations are important. 

Human relations theory , that was developed through the 
researches of Elton Mayo, Carl Rogers, Kurt Lewin, Daniel Bell and C. 
Wright Mills, Chester I Bernard, concentrated on the social environment 
surrounding the job. 

The human relations programme began when a gioup of research 
scholars from Harvard University was invited to conduct studies at the 
Chicago Hawthorne plant of Western Electric. These researches laid down 
the foundation of the relationship between productivity and physical 
working conditions. 

Elton Mayo stressed the importance for an understanding of the 
needs of both management and workers. He is rightly regarded as the 
founder of "the human relations school". "Employee counselling" is one of 
the most important technique developed after the Hawthorne experiments. 
Problems of communication, non-financial incentives, participation, 
homogeneity of working groups etc. started to assume greater importance 
with management. Interests in human relations were diminished in the 
1930s during the early part of the Great Depression. The industrial 
expansion during World War II and the prosperous post-war period 
stimulated and encouraged a deeper understanding of the relationship 
between productivity and worker satisfaction. Douglas McGregor gave 
his theory of X and Y and explained human behavioral responses in the 
working system. Prof. Abraham Maslow stressed the need of 'hierarchy 
of human needs'. Till today these theories are considered important in 
the historyof human relations. 

By the end of 20th century, due to sociological and psychological 
research, all organizations gave importance to human relations. Human 
ielaiions played a significant role for the employers, company directors, 



managers, workers and trade unions. Human touch became very 
important aspect in all organizations instead of machines. 

Check your progress :- 

(2.1. Explain the brief history of human relations approach. 

3.9 Factors responsible for the, Growth of Human 

Relations 

The origin and progress of the human relations have been changed 
due to social and cultural forces. First it happened in U.S. A. and spread 
all overthe world where industrial development found. They are asfollows. 

1) Recognition of the dignity of the individual and his personality. The 
individual has lot of freedom of choice in decision making. 

2) In U.S.A. children are brought in an independentway and encouraged 
to think on their own and not to be dependent on parents. 

3) Owner-managers disappeared and professional managers started 
to manage all organizational affairs. 

4) At all levels strong labour organizations participated in management 
and took important decisions. 

5) Human relations were found more important than inanimate 
materials and tools in the organization. 

6) Higher standards of living maintained in America. lncraasing 
participation of workers in management reduced the ego of workers 
and all types of social needs were to be satisfied. 

7) The work ethics has changed managers to develop new attitudes 
towards workers. 

8 )  Greater specialization has been established forthe workers in all 
types of working conditions. 

9) A significant increase in the general educational level of workers, 
who as a result, demanded more benefits from their employers. 

Check your progress:- 

Q. 1. Explain the factors responsible for the growth of human relations. 



3.10 Evolution-Scientific Management 

Scientific Management is the greatest contribution of 20" century 
in industrial and personnel management When look into the history of 
management there was a traditional backing of administration. For 
example, Krishna was the great mdnager in all miltters in Mahabharata, 
Chanakya was the great manager in Maurya Kingdom. ~onfucius the 
Chinese scholar was the great manager in political, social and cultural 
matters. After industrial revolution the management of science started to 
grow scientifically in Europe. For that the entire contribution goes to Dr. 
F.W.Taylor. Dr. F.W.Taylor, an American Scholar, wrote a book 
'Principles of Scientific Management'. So he is considered as the 
father of Scientific Management. Scientific Management is nothing but 
scientific management of industry, business organization and institutions. 

Contributions of Frederic Winslow Taylor -scientific Management 

F. W. Taylor the scholar from United States of America started his 
career as an apprentice in a small factory. After 3 years he was promoted 
as a worker and after 2 more years he was promoted as Gang Boss. 
After 4 years he was again promoted as Chief Engineer. He attended 
evening college and obtained a Master's Degree in Engineering. He 
worked asthe Chief Engineer in Bethlehem Steel coihpany. In 1901 he 
resigned. Afterwards he passed rest of his life in developing the techniques 
and the concepts of management 

In his career he understood that workers do not make use of their 
abilities in the best possible way. Workers capacity is underutilized. He 
felt that there was a lack of efficient work standards, absence of division 
of responsibility selection and placement of workers. He suggested that 
scientific management can solve pioblems between workers and 
management and helps to increase productivity. 

Taylor suggested the following ideasfor the development of efficient 
and scientific management. 

1) Published Works: He published various articles and books. 
His writings helped European and American companies and public 
organizations to use scientific management to improve efficiency and 
ability of workers. He wrote that economy of any country is suffering due 
to inefficiency in work, affects production. 

2) Philosophy of Scientific Management: Taylor stated lhat the 
management is a true science and the principles of management are 
applicable to all the human activities. 

3) Principles of Scientific Management: They are asfollows. 

a) Work Estimation 



b) Experimental studies 

c) Good working conditions 

d) Work plan 

e) Standardization 

f) Functional organization 

g) Scientific selection and training 

h) Principle of incentives, wages etc. 

i) Effective cost accounting system 

j) Principles of mental revolution 

4) Mental Revolution: Taylorstudied much about mental conditions 
of workers. He suggested that thinking and relations between managers 
and workers should change positively. He suggested mutual co-operation 
and trust between managers and employees for the success of any 
organization. 

5) Objectives of Scientific Management: Taylor suggested the 
main objectives of scientific management are increasing productivity and 
removal of poverty. Jobs must be assigned to the workers according to 
theirability. Higher wages must be paid to efficient workers. There must 
be good working conditions. Labor cost must be minimized. 

6) Responsibilities of the Manager: Managers must adopt 
scientific techniques; there is a need of change of traditional techniques. 
Managers must extend full co-operation to the workers. There must be 
clear division of works and responsibilities between all levels of workers. 

7) Functional organization system: Taylor introduced the 
functional system for the success of management Principles of 
specialization and division of labor must be adopted. 

8) Use of best quality materials: Quality materials must be used 
for the production purpose. Best materials bring out best products. 

9) Differential wage system: Workers must be paid according to 
their works. The workers who complete their works in time must be paid 
higherwages and lower wages to ignorant, lazy and inefficient. 

In conclusion, F.W. Taylor introduced the scientific management for 
the development, improvement and growth of industrial and personal 
managem ent and human relations. 

Check your progress:- 

Q.1. Explain F.W. Taylor's Scientific Management approach in detail . 



3.11 The Position of Human Relations Movement in 

lndia 

lndia is a developing country in the world. Industrialization and 
modernization occurred in lndia seriously after independence. Western 
education made Indians dependent on others for jobs. There was no 
lndianised management in large scale industries and industrial 
organizations were owned by private persons like Tatas and Birlas. The 
set of human relations management was highly affected by the English 
culture. Management had preserved all powers. In other words, owner 
management was popular. There were many private owners. 
Nationalization of industries and banks took place around 1969-70. 

The industrial Acts 1948 and 1956 slackened the ownership authority 
and powers were shared by different personnel. Top level personnel played 
a significant role in the companies. There were no challenges to face for 
the workers and no opportunities to show their efficiency. Trade unions 
were weak and politicized, collective bargaining and worker's 
participation were rather absent. Hence, human relations movement in 
lndia was notwell developed. The ownerwas the boss and the manager 
and highly authoritarian. The workers were totally dependent on the owners. 
In otherwords, lndia was popularwith owner management. Workers' unity, 
trade unions and their significance began realizing with workers' 
participation in the management Work has been shared and divided in 
different departments. The dependency nature started to go away. Political 
parties like CPI and CPI Marx, Peasants' Parties supported the peasants 
and workers. 

The New Economic Policy of 1991 brought greater changes in the 
human relations management. Government liberalized Indian economy. 
The owner-manager practice ended with MRTPAct. Tribunals and Labor 
Courts became important. 'The CompanyActs and Industrial Actsstarted 
to decentralize the powers to common professionals, who were technically 
qualified. All organizational relations were liberalized 

All conscious planswere made by the Central Government. In Public 
Sector organizations, government became the management. Hence 
human relations became liberal. Public undertakings, all government run 
departments like Indian Railways, Post and Telegraph and other Public 
Qtility services owned by Central government and State and local 
governments became more liberal and human relations were improved 
with more freedom and equality. The government of lndia emphasized 
democratic, socialistic pattern of governing supported by Directive 
Principles of State Policies and Fundamenta! Rights. Today in public and 



private sectors in India, entire human relations management enjoys liberty 
in organizing and developing the national economy. 

From the last decade Indian government allowed foreign investment 
in the country. So MNCs, IT and Computer organizations have become 
popular in collaboration with U.K, U.S.A. and Germany. So human relations 
management in lndia has reached all corners of the globe and the country 
has far reaching impact in the global market. Human relations 
management has crossed overseas to earn foreign currency. 

Check your progress:- 

Q.1. Explain the position of human relations movement in india. 

3.12 Summary 

Human relations are found in all walks of life. They are important in 
all organizations. Human relations are simple and complex depending on 
work situation. Human relations are primary, technology and machines 
are secondary in any production unit and business organization. It is the 

body of knowledge helps to structurise, practice and function smoothly in 
all business organization. 

All scholars in the field of sociology, psychology and economics have 

taken great interest in the study of human relations. Theories given by 
scholars in human resource field have become aptly useful. Assumptions 
and philosophy of human relations has become more judicious in 
maintaining the importance of human relations than technological 
relations. Sociology of human resources shows greater importance of 
human relations than productivity. 

Objectives of human relations clarifies that the study of human 
relations has become a practical subject. It helps the manager, the 
management, workers and unions to find out right solutions for smooth 

running of business and industrial organizations. 

The scientific management given by F.W.Taylor is the greatest 
contribution in managing company affairs. Scientific management has 

become more important in the modern socio-political economic 
organizations. Science and technological contributions are secondary, 
whereas human relations are important. 



The position of human relations management in lndia is improving 
on the models of U.S.A., U.K. and Japan. Authoritarian and traditional 

management is replaced by democratic management. Various industrial 
and company acts have enhanced human relations. Pressure groups 
and political parties in lndia have brought revolutionary changes in 

human relations. The principle of "Equal pay for eq'ual work, has feplaced 
exploitation and economic inequality. 

3.1 3 Glossary 

Antagonism - rivalry 

Apprentice - trainee 

Participation - involvement 

Inanimate - lifeless 

Authoritarian - controlling 

Human Relations - An approach to consider employees 
as human beings with own desires, 
motives, feelings and views. 

3.14 Suggested Readings 

(1) Mamoria. C. Gankar - Personnel Management 

(2) GhanekarA.- Human Resource Management: Managing 
Personnel the HRD way 

3.1 5 Question Pattern 

Q.1. Discuss the nature and importance of Human Relations. 

Q. 2. Define human relations and discuss its scope. 

Q. 3. Give in brief history of human relations approach . 
Q. 4 Discuss the contributions of F.W.Taylor towards Scientific 

Management approach 

Q. 5. Elaborate the position of human relations movement in lndia. 

Q. 6. Write short notes on the following: 

a) Meaning of human relations. 

b) Objectives of human relations. 

c) Scientific Management 

d) Philosophy of human relations. 

e) Growth of human relations. 



Unit 4 

Hawthorne Studies and Consequences of 
Hawthorne Studies 

Unit Structure 
4.0 Objective 

4.1 Introduction 

4.2 Hawthome ExperimentslStudies 

4.3 FindingslConsequenceslConclusionsllmplications of Hawthorne 
Studies 

4.4 Criticisms of Hawthorne studies 

4.5 An assessment or critique of Human Relations Approachlmovement 

4.6 Summary 

4.7 Glossary 

4.8 Suggested Readings 

4.9 Question Pattern 

4.0 Objectives 

(1) To provide detailed information about the role of Hawthosne 
experiments in the development of Human Relations approach1 
movement. 

(2) To provide critical evaluation of Human Relations Approach1 
Movement 

4.1 Introduction 

The Hawthorne Studies showed that normal interaction of workers 
at work always creates a social network called the informal organization 
which exerts tremendous influence over worker's behaviour patterns. 
These studies showed that the workers are not be viewed as mere 
'economic tools' or as 'isolated units' in the production process; but they 
had to be seen as 'Complex human beings' whose normal human 
interactions were bound to affect total production output, no matter how 
sophisticated the technological process employed were. Problems of 



communication, non-financial incentives participation, homogeneity of 
working groups etc, started assuming greater importance with 
management. 

4.2 Hawthorne Studies or Hawthorne Experiments 

An extensive and systematic analysis of human factor was made 
in the form of Hawthorne experiments. Elton Mayo is generally recognized 
as the father of human relations approach although a number of professors 
at the Harward Business School and managers of Hawthorne plant of 
Western Electric Company where the experiments were conducted had 
been associated with him. 

The series of experiments conducted are classified as:- 

(1) Illumination experiments (1924-27) to determine the effects of 
changes in illumination on productivity. 

(2) The Relay Assembly Test Room experiments (1 927-32) to determine 
the effects of changes in hours and other working conditions such 
as rest periods, refreshments on productivity. 

(3) Conducting a plant-wide Interview programme to determine worker 
attitudes and sentiments. 

(4) The Bank Wiring Observation Room experiments (1931-32) to 
determine and analyze social organization at work. 

The assumptions which lay behind all these experiments were those 
of the industrial psychology founded by Taylor, Frank Gilbert and their 
numerous successors. That is to say, it was supposed that the worker 
must be studied as an isolated unit that in certain important respects he 
resembled a machine whose efficiency could be scientifically estimated; 
and that the main factors influencing hisefficiency were (a) wasteful or in 
effectual movements in doing his job, (b) fatigue, which was believed to 
be a physico-chemical state of the body due to the accumulation of waste 
products, and (c) defects in the physical environment, such as poor lighting, 
inadequate heating, excessive humidity, and so on. These beliefs were 
based pertly on the atomistic view of society which arose during the early 
paleotechnic phase of industryand partly on the mechanistic approach 
of eighteenth and nineteenth century medicine. But, as the Hawthorne 
research proceeded, they were to receive a severe blow from which they 
have never since recovered. It is not that the assumption are to be 
regarded as entirely untrue. There are circumstances in which the 
individual may profitably be studied in isolation, and there can be no doubt 
that bad environment conditions adversely affect efficiency, or that Time 
and Motion studies in reducing ineffectual movements may be of inaterial 
aid. But they are not the whole truth, oreven the most important part of the 



truth. What the Hawthome researches were to demonstrate was that there 
is 'Something far more important than hours Wages or physical conditions 
of work-something which increased output no matter whatwas done about 
physical conditions.' 

The inadequacy of the assumption on which most of the early work 
in industries psychology had been based was first shown by the failure of 
certain experiments carried out at the Hawthorne works of the Western 
Electric Company in Chicago between 1924 and 1927. This company 
manufactures equipment for the Bell Telephone System, and, at the time 
of the experiments, there had been a good deal of grumbling and 
dissatisfaction amongst the 30.000 employees of the firm. Efficiency 
experts who were called in to deal with the trouble attempted by the usual 
methods-altering working hours, changing the length and spacing of rest 
periods, changing the intensity of lighting and other environmental 
conditions - to  find some means of reducing the existing tension and 
raising productions. But these investigations proved to be inconclusive, 
and, in 1924, the company asked for the co-operation of the National 
Academy of Sciences which began its researches with an attempt to study 
the relationship between the efficiency of the worker and illuminations in 
the workshop. 

(I) Illumination Experiments: 

In order, then, to study the effects of altered illumination on work (on 
the assumption that the better the light, the better the work), two groups of 
employees were selected. In one, the control group the illumination 
remained unchanged throughout the experiment. While in the other the 
illumination was increased in intensity. As had been expected, the output 
in the lattergroup showed an improvement but what was quite unforeseen 
was that the output of the control group went up also. As the lighting in this 
case had not been altered, the result was naturally puzzling to the 
investigators Who then proceeded to reduce the illumination for the test 
group when this had been done, Output went up once more. Obviously 
some factor was at work which increased output regardless of either 
greater or less intensity of light in the workshop, and further experiments 
became necessary in order to discover the nature of this unknown factor. 

(2) The Relay Assembly Test Room Experiments:- 

The investigators selected two girls for their second series of 
experiments, and asked them to choose another four girls, thus making a 
small group of six. The group was employed in assembling telephone 
relays - a relay being a small but intricate mechanism composed of about 
forty separate parts which had to be assembled by the girls seated at a 
long bench, and dropped into a chute when completed. The relays were 



mechanically counted as they slipped down the chute. IT was intended 
that the basic rate of production should be noted at the start and that 
subsequently changes would be introduced the effectiveness of which 
would be measured by increased or decreased production of the relays. 
Throughout the series of experimepts, which lasted over a period of five 
years, an observer sat with the girls in the workshop noting all that went 
on, keeping the girls informed about the experiment, asking for advice or 
information, and listening to their complaints. 

The experiment began by introducing various changes; each of which 
was continued fora test period of four to twelve weeks. The result of these 
changes are summarized below:- 

(1) Under normal condition with a forty eight hour week, including 
Saturdays, and no rest-pauses, the girls produced 2,400 relays a 
week each. 

(2) They were then put on piece-work for eight weeks and output went 

UP. 

(3) two five-minute rest-pauses, morning and afternoon, were introduced 
for a period of five weeks, and output went up once more. 

(4) The rest-pauses were lengthened to ten minutes each. Output went 
up sharply. 

(5) six five-minutes pauses were introduced and output fell slightly as 
the girls complained that their work-rhythm was broken by the 
frequent pauses. 

(6) Return to the two rest-pauses-the first with a hot meal supplied by 
the company free of charge. Output went up. 

(7) The girls were dismissed at 4.30 p.m. instead of 5 p.m. Output went 

UP. 

(8) They were dismissed at 4 p.m. and output remained the same. 

(9) Finally, all the improvements were taken away, and the girls went 
back to the physical conditions of the beginning of the experiment 
work on Saturday, forty-eight hour week, no rest pauses, no piece- 
work, and no free meal. This state of affairs lasted for a period of 
twelve weeks, and output was the highest ever recorded, averaging 
3,000 relays a week. 

Stuart Chase, in his book "The proper study of mankind and men at 
work gives an interesting account of the implications of this piece of 
research. Briefly they were that production was raised. primarily because 
of a change in the girl's attitudes towards their work and their work-team. 
'By asking their help and co-operation, the investigators had made the 
girlsfeel important. Theirwhole attitude had changed from that of separate 



cogs in a machine to that of a congenial group trying to help the company. 
solvea problem. They had found stability, a place where they belonged, 
and work whose purpose they could clearly see and so they worked faster 
and betterthan they ever had in their lives.' It has been demonstrated that 
industry, apart from the production of goods, has also a social function to 
perform that the primary group rather than the isolated individual should 
be the basic unit of observation in all industrial research and that adequate 
motivation is more important than the conditions of the physical 
environment. Chase continues: 'Afactory performs two majorfunction : 
the economic one of producing goods and the social one of creating and 
distributing human satisfactionsamong the peopleunder its roof. Agreat 
deal of study by efficiency experts had been devoted to the production 
function, but very little to the social function until the Hawthome experiment 
came along and discovered that the two were inseparable. If a factory's 
human organization is out of balance all the efficiency systems in the world 
will not improve the output.' 

Further significant results of the investigation was that medical 
examinations canied out regularly showed no signs of cumulative fatigue, 
and absence from work declined by 80 per cent. It was noted too that 
each girl had her own technique of putting the component parts of the 
relays together-sometimes she varied this technique in order to avoid 
monotony, and it was found that the more intelligent the girl the greater 
was the number of variations. This says Chase-, should be a warning to 
Time and Motion engineers who attempt to standardize movements to 
the exclusion of such small personal touches. The experimental group 
was given considerable freedom of movement. They came and went as 
they pleased, and were not 'pushed around' by anyone. Under these 
conditions, the group developed an increased sense of responsibility, 
and instead of discipline from higher authority being required, it came 
from within the group itself. Finally, itwas observed that feelings not only 
counted more than hours of labor- they also counted more than wages. 
Workers it became evident were more concerned about the relationship 
between their pay and that of their fellow-workers than they were about 
the exact amount of money they were given. High wages were little ground 
for satisfaction if somebody in a job which was considered to have lower 
status than their own was given more. 'Some day,'writes Chase, "factory 
managers are going to realize that workers are not governed primarily by 
economic motives underneath the stop - watches and bonus plans of the 
efficiency experts, the worker is driver by a desperate inner urge to find 
an environment where he can take root, where he belongs and has a 
function; where he sees the purpose of his work and feels important in 
achieving it. Failing this, he will accumulate frustration and obsessions. 



'Fatigue' and .monotony' are effects of frustration rather than the causes 
of it. Fortheir neglect of the human function of production, managers have 
paid a high price in strikes, restricted output, and a vast sea of human 
waste.' 

(3) interviewing Programme:- 

When, however, it became evident that what really mattered was 
the changed attitudes of the employees to their work, an interviewing 
programme was started with the intention of discovering ?he nature of 
these attitudes. Initially, these interviews were carried out by means of 
direct questioning - each employee being given to understand that he 
could speak his mind freely. He was then asked point - blank such 
questions as: ' Do you like your supervisor'? 'Is he in your opinion fair, or 
does he hasfavourites?' and so on. But this method was found to have 
many disadvantages. It tended to arouse antagonism or stereotyped 
responses, it was likely to produce over-simplified yes or no answers, 
and, while dealing with problems which appeared important to the 
interviewers, it tended to pass over problems which were important to the 
worker but unknown to the interviewer. The method was therefore changed 
to what is known as 'non-directive' interviewing in which the interviewer 
listens rather than talks, is taught never to argue or give advice, to remain 
morally quite neutral, and to treat as completely confidential everything 
that he hears. 

Asa result of this interviewing programme various observations were 
made. It was found, for example, that merely giving a person an opportunity 
to talk and air his grievances has a beneficial effect on his morale. 
Secondly, it was observed that complains are not necessarily objective 
statements of fact. They are often symptoms of more deep-seated 
disturbances. Thirdly, that workers are influenced in their demands by 
experiences both inside and outside the factory. Fourthly, that the worker 
is satisfied or dissatisfied not in terms of any objective frame of reference 
but rather in terms of how he regards his social status in the firm and what 
he feels he is entitled to in the way of rewards. 

(4) The Bank-Wiring Observation Room Experiment:- 

It had been discovered by this time that social groups formed in a 
factory workshop were capable of exercising considerable influence over 
the behavior of their individual members, and in particular, overthe amount 
of work they would do. Observers had noted, that, in certain departments, 
output had been restricted by the warkers in complete disregard of all 
financial incentives which the managements were offering, and it seemed 
likely that this phenomenon was due to group pressure on the individual 
worker. Dr. Mayo decided to investigate one of these departments, which 



was known as the 'bank-wiring room,' in order to discover as much as 
possible about the restriction of output by those employed in it There 
were 14 men employed on 'bank-wiring', which involves attaching wires 
to switchesfor certain parts of telephone equipment, and, of these, nine 
men attached the wires, three soldered them, and the remaining two were 
inspectors. Now, the problem in this piece of research was not, as in the 
previous ones, to alter behavior or increase productive efficiency, but rather 
to observe exactly what wenton. In other words, it was important precisely 
that the worker should not be changed by the conditionsof the research. 
With this in mind, the investigation was carried out by two men, an 
observerand an interviewer. The observer was actually in the wiring-room, 
with instructions to be friendly to everybody, but to give no orders, to avoid 
giving the impression of being too interested, and to be as non-committal 
as possible. The interviewer, on the other hand, was never to enter the 
wiring-room, but to discover as much as possible by interview about the 
individual workers their thoughts and feelings, their values and their 
family and personal history. His work was to be carried out under strictly 
confidential conditions, privately, and in another part of the factory. He 
was, however, to keep in daily touch with the observer. 

The results of this investigation showed that this little group of men 
had developed spontaneously into a team with natural leaders who had 
risen to the top with the active consent of the group. Towards the financial 
incentives of the company the attitude of the group was one of complete 
indifference, and, although the incentive plan provided that the more work 
anemployee did, the more money he receive, neither more nor less than 
6,000 units were produced each day. Yet the group could without the least 
difficulty have produced 7,000 units daily. Any worker, however, who 
attempted more than this group determined quota was soon put in his 
place. Obviously, the values and customs of the group were more important 
to the individuals composing it than any cash 'benefits. An informal 
organization existed which had its own social norms, some expressed 
verbally, others implicit in actionsfor example, the daily output represented 
a standard never clearly expressed of what the group considered to be a 
fair day's work. There was an unofficial code of behavior which exerted a 
powerful influence over group members and impressed on them the 
following rules:- 

(1) You should not turn out too much work. If you do, you are a 'rate- 
buster.' 

(2) You should not turn out too little work. If you do, you are a 'chiseller.' 

(3) You should not tell a supervisor anything thatwill react to the detriment 
of an associate. If you do, you are a 'squealer.' 



(4) You should not attempt to maintain social distance or 'act officious': 
If you are an inspector, for example, you should not behave like one.lt 
become clear that, in the 'bank-wiring' room, there existed a highly 
integrated group with its own social structure and code of behavior 
a code which conflicted not ol ly with the intentions of management 
but also with the express purpose and social function of industry, 
which is to produce more goods. There are two lessons to be 
learned from this part of the Hawthorne research. Firstly, that no 
collection of people can be in contact for any length of time without 
such informal groupings arising and natural leaders being pushed 
to the top. Secondly, that it is not only foolish but futile to try to break 
up these groups; a wise policy would see to it that the interests of 
management and workers coincided to such an extent that the 
collection of informal groups which makes up a factory would be 
working toward the same goals instead of frustrating each other's 
efforts. 

The above example shows how an informal group in a workshop 
had the effect of lowering output from the factory. A final piece of 
investigation by Mayo carried out at a much later date demonstrates how 
such groups may co-operate with management in the raising of production. 
This research was begun in 1943, when Mayo and his associates were , 
asked to investigate the problem of high labor turnover in certain aircraft 
factories in Southern California. An important pariof the social background 
of this research was that the times were unsettled; many men were being 
taken from industry into the any ,  and many tens of thousands of workers 
from elsewhere in the country were moving into this area in search of 
work. This, however, was not thought to be in itself a sufficient explanation 
for a lab ourturnover of 70 to 80 per cent. It is unnecessary to go into the 
details of this investigation which as in the previous case showed the 
importance of the informal group orwork-team. Briefly, it was found that 
absenteeism and high labor turnover occurred predominantly amongst 
those workers who did not make a team, who had not managed to fit into 
any group. Having no social background, they had no feelings of loyalty 
and took little interest in what went on around them in the factory. On the 
other hand investigation of a work team which had a production record 
25 per cent above the average for the firm, showed up some of the factors 
which lead to good morale in the workshop. This group of men was 
recognized by the otherworkers as being somewhat clannish in that its 
members felt themselves to be superior to other groups - that is to say, 
they showed loyalty and pride of membership. The foreman of the 
department where the group was employed was busy man and rarely 
visited it, while hissenior assistant visited it only once a day.Al1 the work 



was in change of a man who had no official standing whatever, but was 
the natural leader of the team. This man had both the time and the ability 
to concentrate on group solidarity. He handled this problem in the following 
manner, all new employees were introduced to the other members of the 
team and placed with those who seemed likely to make congenial 
associates; later, they were taken to the end of the assembly line to see 
where the part being made in the department fitted into the finished article. 
All complaints were dealt with at once by the leader, but if they were 
beyond his powers to handle he referred them to higher authority. The 
individual workers were in these ways given significance, comradeship, 
and an awareness of being fairly treated. 

In support of this attitude towards leadership is an interesting report 
from the Survey Research Centre of the University of Michigan which 
presents selected findings from a study conducted at the Prudential 
Insurance Company. The investigators selected those supervisors who 
were in charge of groups whose production was above average and 
compared their methods with those of supervisors in charge of groups 
whose productive capacity was poor. It was found that the supervisors of 
high production groups were those who: 

(1) Were under less supervision from their own supervisors. 

(2) Placed less direct emphasis upon production as the goal. 

(3) Encouraged employee participation in the making of decisions. 

(4) Were more employee centered. 

(5) Spent more of their time in supervision and less in straight production 
work. 

(6) Had a greater feeling of confidence in their supervisory roles. 

(7) Felt that they knew where they stood in relation to the company. 

Professor Miller and Form in their 'Industrial Sociology' one of the 
most exhaustive works on the subject, consider the main implication of 
Mayo's work to be that "The problem of absenteeism, turnover, low morale 
and poor efficiency reduces to the problem of how groups may be solidified 
and collaboration increased in the large as well as small work plant. The 
problem as the famed sociologist. C.H. Cooley, would say, is howto build 
primary group life" 

Check your Progress:- 

Q.1. Write a brief note on Hawthorne Experiments (Studies). 



4.3 Findings I Consequences I Implications I 
Conclusions of Hawthorne Studies I Experiments I 

Researches 
- - -  

(I) Work is a group activity. 

(2) The social world of the adult is primarily patterned about work activity 

(3) The need for recognition, security and sense of belonging is more 
important in determining worker's morale and productivity than the 
physical conditions under which he works. 

(4) A complaint is not necessarily an objective recital of facts; it is 
commonly a symptom manifesting disturbance of an individual's 
status position. 

(5) The worker is a person whose attitudes and effectiveness are 
conditioned by social demands from both inside and outside the 
work plant. 

(6) Informal groups within the work plant exercise strong social controls 
over the work habits and attitudes of the individual worker. 

(7) The change from an established to an adaptive society tends 
continually to disrupt the social organization of a work plant and 
industry generally. 

(8) Group collaboration does not occur by accident. It must be planned 
for and developed. If group collaboration is achieved, the work 
relationswithin a work plant may reach a cohesion which resists the 
disrupting effects of adaptive society. 

In sum, Hawthome studies were conducted to determine the effect 
of better physical facilities on employee productivity. These studies 
showed that better physical environment or increased economic benefits 
in themselves were not sufficient motivators in boosting productivity. 
Consequently, the emphasis was shifted to psychological and social forces 
in addition to economic forces. IT has been discovered that there is an 
increase in productivity when management pays special attention to 
workers rather than improving their working conditions. It emphasizes the 
increased understanding of one individual worker on motivation, needs, 
interpersonal relationship and group dynamics. These experiments 
suggest that the worker is not only an economic man but also a social and 
psychological man. As such, worker's social and psychological needs 
should also be taken care of in addition to their economic needs. Thus, 
workers can be effectively motivated when his social and psychological 
needs are also taken care of. Mayo'sfindings helped to develop the image 
of both workers and managers as 'whole persons,' creatures of sentiments 



whose basic human desires and conflicting personal motives often resulted 
in complex outcomes to problems, out comes which can not be predicted 
in a purely technological, theoretical framework. One of the direct result of 
Hawthorne experiments was the development of "employee counselling" 
as a technique of management. Problems of communication, non-financial 
incentives, participation, homogeneity of working groups etc. started to 
assume greater importance with management. 

Check Your Progress:- 
Q.1. Explain the findings or consequence of Hawthorne experiments1 
studies/researches. 

4.4 Criticisms of Hawthorne Studies 

The Hawthorne Studies have, however, been widely criticized by 
behavioral scientists because of the lack of scientific objectivity in arriving 
at conclusions. 

One writer found that the conclusions were almost entirely 
unsupported. Some other criticism has been:- 

(1) The Hawthorne researches did not give sufficient attention to the 
attitudes that people bring with them to the work place. They did not 
recognize such forces as class consciousness, the role of unions 
and other extra plant forces on attitudes of workers. 

(2) The Hawthorne plant was not a typical plant because it was a 
thoroughly unpleasant place in which to work. 

(3) The Hawthorne studies look upon the worker as 'a means to an 
end,' not as "an end in himself'. They assume acceptance of 
managements goals and look on the worker as someone to be 
stimulated by management. 
In spite of these criticisms, the light shed by the Hawthorne studies 

still shine in the field of human relations. Elton Mayo stressed importance 
for an understanding of the needs of both management and workers and 
of the social aspects of work performance etc. The message was that 
interpersonal relationships should be fostered for the fullest realization of 
the potential of individuals and groups. Elton Mayo is rightly regarded as 
the founder of "the Human Relations" school. 

Check your Progress:- 

Q.1. Criticallv evaluate Hawthorne StudiesIExperiments. 



4.5 An Assessment or Critique of Human Relations 
ApproachlMovement 

The concept of human relations had been criticized by some 
management authorities. The criticiqn has been sornedhat on these lines:- 

(1) Human relations teachings and principles create a group of 
"happiness boys" who make difficulties for management by putting 
forward excessive demands for the satisfaction of certain obscure 
human urges and aspirations. 

(2) Human relations can not be taught as a discipline. Its concepts can 
only be understood by a matured and experienced managers. 

(3) Human relations experts create situations which generate group 
dependency and tendency on the part of the management to 
manipulate the behavior of their subordinates. ' 

(4) Human relations techniques breed mass ~nformi ty  with the working 
community and thus discourage individual development.. 

(5) Human relations approach had ignored the external economic 
factors, de-emphasizing of class-struggle, ignoring the role of unions, 
supporting the status quo (e.g. in recommending the identification 
of the individual worker's objectives with the company's objectives) 

(6) Chris Argysis has said that ,"people need not always be friendly 
and like each other, that the individuals may not be most important 
part of an organization, that no one can develop anyone except 
himself, even that economic man, may exist." 

(7) The assumption that if one made one's employees contented they 
would remain on their jobs and be productive, has been described 
by Daniel Bell as Cow Sociology. It has been said that " there 
should be more behavioral science - less human relation.' 

(8) Some other assumptions that have been challenged are ; 

(a) thatthe leader who tries to get close to his men is a more effective 
leader. 

(b) that an effective leader is one who avoids hostile and aggressive 
attitude being directed toward him by his own men and 

(c )that group operations attain greater efficiency if more attention 
is paid to the informal composition, aspirations etc. 

George Strauss while appreciating the human relations theories that 
"they are tremendously insightful and constitute that single best guide for 
management action that we have," has also deprecated the 
impracticability of action. He observes, "the theories have a dominant 
humanistic bias and are primarily concerned with inter-personal relations." 



Check your progress:- 

Q.1. Write brief note on critique of human relations approach. 

4.6 Summary 

An extensive and systematic analysis of human factor was made in 
the form of Hawthorne experiments. Elton Mayo is generally recognized 
as the father of human relations approach. One of the direct result of the 
Hawthorne experiments. Was the development of "employee counselling" 
as a technique of management, problems of communication, non financial 
incentives participation, homogeneity of working groups etc, started to 
assumer greater improtancw with management. The Hawthorne studies 
have however-been widely criticized by behavior scientists because of 
the lack of scientific objectivity in arriving at conclusions, 

Human relation approach has ignored-the external economicfactors, 
de-emphasizing of class -struggle, ignoring the role of unions, supporting 
the status quo. 

4.7 Glossary 

(1 ) Informal Group :-The group having personal face to face direct and 
sentimental relationships. 

(2) Human Relations:-An approach to consider employees as human 
beings with own desires, motives, feelings and views. 

(3) The Primary group:- The group which is close and intimate. 

4.8 Suggested Readings 

(1) P. Subba Rao - Human resource Management and Industrial 
Relations. 

(2) J.A.C. Brown -The social psychology of Industry. 

(3) Mamoria and Gankar - Personnel Management 

(4) E.V. Schneider- Industrial Sociology 

4.9 Question Pattern 

Q.1. Critically evaluate Hawthorne Experimentslstudiesl Researches 

Q.2. Explain the critique of Human Relations approach. 
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5.0 Obiectives 
- To enable students to understand the role and significance of groups 

in organization. 
- To know the variousaspectsof groups and teams in organizations. 
- To understand the differences between groups and teams and its 

contribution to the success of organizations. 

5.1 Introduction 

A study of the concept 'group' is of great significance in all social 
sciences and especially in the sociology of work organizations. The 
importance of the group in the work setting was recognized as early as 
1920 by human relation school experts like Elton Mayo and his associates 
in their famous Hawthorne Experiment. The success of an organization 
depends on the success of the groups which work within an organization. 
Cohesion and a feeling of togetherness within the groups and between 
the groups tends to improve human relations in a given worksetup. 

5.2 Meaning and Definition of nrouD 

Generally speaking a group is a collection of two or/ more persons. 
But in a sociological sense, a mere collection of individuals do not constitute 
a group. Agroup refers to two or more persons who interact for a common 
purpose. It is the interactions and communication between members which 
gives sense and meaning to a group. Group may also be understood as 
a collection of individuals who have mutually dependent relationships. A 
department, a union or a committee would not be a group, if they do not 
interact and are not aware of each other. 

Definitions of group 

There is no precise definition of group. Different scholars have given 
importance to different characteristics while defining a group. 

According to Homans, a group is 'a number of persons who 
communicate with one another, often over a span of time, and who are 
few enough so that each person is able to communicate with all the others, 
not through other people, but face to face.' Cattell defines group as " a  
collection of organizations in which the existence of all is necessary to the 
satisfaction of individual needs in each." 

Check Your Progress:- 

Q1. Explain the concept group. 

Q.2. Define the term group. 



5.3 Meaning of Group Dynamics 

Group dynamics is concerned with interaction and forces among 
group members in a given social situations. It tells us how a group should 
be organized, their structure and process. Group dynamics also deals 
with the internal nature of groups, how they form, and howthey function 
and affect individual members, other groups and the organization.'~group 
always tends to maintain an equilibrium as and when it is disturbed by 
inside and outside forces. 

Check your progress:- 

Q.1. What is meant by group dynamics? 

5.4 Importance of Group 

Human group is the essential and primary unit for functioning in a 
social system like an organization. Every organization is composed of 
many. groups and subgroups. The organization is an important segment 
of a society and the members of an organization make an important 
component of society. 

Man in a social animal. He like to live in a society, maintain social 
relationship and practice, social values in his day-to-day work life. The 
mutual relations makes it necessary for establishing, fostering and 
maintaining cordial human relations in an organization. Therefore, groups 
are inevitable in an organization. They have great significance in the 
functioning and existence of an organizations. 

Check your progress:- 

Q.l State the importance of group in an organization. 

5.5 Features of G r o u ~  or Characteristics of G~OUD 

Each group has special characteristics of its own because of 
different norms and values. There characteristics are discussed below. 

1. Agroup must always have 'more than one member; Starting 
from two, a group may have any number of members, as a pair or couple, 
triad orgroup of three, group of four etc. It means that the size of a group 



may be small or large. As the group becomes larger, the interaction 
between members are less frequent. 

2) Common Motive: 
Individual members of the group possess at least one common goal. 

They interact with other members in order to achieve the common goal/ 
goals. 

3) Interaction: 
This is an essential characteristic of a group. Agroup exist as long 

as there is interaction and interdependence which leads to a pattern of 
interrelationship. The psychological interaction and their frequency lead 
to a strong bond among group members. 

4) A hierarchical Status System: 

All group have a certain formal type of hierarchical system in which 
every member occupy a particular level or status. This is represented by 
a kind of leader-follower relationship. It means the individuals performing 
leadership roles possess a higher status and prestige as compared to 
followers. 

5) Group norms and Values: 

Every group has certain standardized patterns, values and norms. 
are the expected pattern of behaviour . These standardized norms and 
values are accepted by the members. The adherence to these norms 
and values bring about cohesion in the group and it also helps to meet the 
group goals. Moreover a group can work effectively only if its members 
follow certain norms and patterns of behaviour. Because these norms 
may be related to personal obligations, rights and privileges, expectations 
about dress, (wearing uniform or a badge) or authority relationship (taking 
orders from the boss). All these standards are established to enhance 
,social interaction and to preserve and protect the values of the group. 

6) Group Pressure: 
The group pressure from the work groups and decision making 

groups is clearly found in the group members. Individuals who value their 
group membership highly and satisfy their personal need, are more 
exposed to group pressures. This influence their behaviour and 
performance. The Hawthorne Studies have brought out the characteristics 
of group pressure and how they affect the productivity and performance 
of group members. 

Check your progress:- 
1. Explain the features of a group. or 

2. What are the major characteristics of a group? 



5.6 Types of groups 

Different types of groups are found in most of the large organizations, 
Some of the important types of groups are as follows:- 

1) Formal and Informal Group, 2) In -Groups and Out Groups, 3) 
Primary Groups and, 4) Open and closed groups 

1) Formal and Informal Groups:- 

There can be two types of group in an organization setting. These 
are a)formal groups, b) Informal groups 

a) Formal Groups:- 

Formal groups are those groups which are created and maintained 
to fulfill specific needs or tasks. These groups have a formal structure, 
which means that they are established under legal and formal authority to 
achieve specific goals and tasks. Such groups may be either temporary 
or permanent. 

Example for a formal group is a Committee, Board of Directors, 
work units like Departments, research laboratory etc. 

A distinctive feature of formal groups is that a hierarchy of authority 
exists, with specified rules and regulations. 

Contributions of formal groups:- Contributions to organizations:- 

1. Accomplish complex independent tasks that are beyond the 
capacities of individual. 

2. Crate new ideas. 

3. Coordinate Interdepartmental efforts. 

4. Implement action plans 

5. Socialize and train newcomers 

Contribution to Individuals:- 

1. Satisfy needs for affiliation 

2. Confirm identity and enhance self-esteem 

3. Reduce feelings of insecurity and powerlessness. 

4. Provide a mechanism for solving personal and interpersonal 
problems 

Aformal group may be further classified as a) Command group b) 
task group 

Command Group:- 

A command group is permanently specified in the organizational 
structure and consists of a supervisor who exercises formal authority over 
subordinates. The foreman and his group of subordinates is an example 
for command group. 



Task Group:- 

A task group is a temporary formal group that is created to complete 
a specific project or task. It also solve specific problems. The interaction, 
structure and task of such group are pre-determined for 
accomplishment.For Example:- A finance committee, Grievance 
Committee. The members meet together for the purpose of discussing 
certain issues related to the organizations. 

Informal Groups:- 

Every formal organization has informal groups. Informal groups are 
marked by spontaneous, direct and close relations. It arise naturally out 
of needs, interests and feelings of daily life. They may also develop across 
or outside of formal groups. 

An informal group is also called a clique, which is neither formally 
structured or organizationally determined, in the sense that the interaction 
among its members are not determined or controlled by formal authority. 
They are meant for their own satisfaction and are also not regulated by 
organized rules and regulations. The member's behaviour is guided by 
their own thoughts, feelings and emotions. Family, friend and playgroups 
are the examples of informal groups found in a society. 

Example for informal group in the organizational context includes 
employees from different departments who regularly eat lunch together or 
a group of employees of a company travelling together to their workplace 
etc. 

Importance of informal group i n  an organization :- 

Formal and informal groups are not separable. Informal groups are 
effectively used by management to communicate to respective employees 
through informal communication. Informal groups are important as they 
fulfill the social and psychological needs of members at the workplace. It 
includes need for safety, affection, sympathy, self-esteem etc. Informal 
groups are of utmost importance because there are many needs and 
desires of individuals which cannot be satisfied without their association 
with respective groups. 

Contributions of informal groups:- 

Contributions to individuals:- 

1. Satisfaction of social and affiliation needs. 

2. Satisfaction of needs for security and support. 

3. Enhanced status for members if the group is popular and 
prestigious. 

4. ~nhanced feelings of self-esteem if a member is valued by other 
group members. 

5. Possible to exchange private and secret ideas and information. 



Contribution to Organizations 

1. Provide and enforce guidelines for appropriate behavior. 

2. Enhance member's access to information. 

3. Provides a sense of identity. 

Difference between Formal and ffiformal Gro1ips:- 

Point of 

. Origin C 
b. Size 

Difference 

Larger in size. It 
consistsof large 
number of members 
in it. 

Formal Group 

Created purposefully 
by the members, 

Smaller in Size 
Generally the number 
of members is lower 
than formal groups 

Informal Group 

Arise naturally for 
t h e s o c i a l  
p s y c h o l o g i c a l  
satisfaction of 
membecs 

Members derive 
authority through 
formal source like 
delegation 

r . Purpose Have a legitimate 
objective to achieve 

Members have equal 
power. Amember may 

5. Nature of Groups 

;a;;and more 
authority due his 
personal qualities. 

social 
p s y c h o l o g i c a l  
satisfaction 
members i s r  the 
objective. 

compared to a formal / 
Formal groups are 
more stable in nature 

Formal groups can 
be abolished any 
time 

. Communication 

Informal groups cannot 
be abolished by the 
o r g a n i z a t i o n a l  
process. 

Communication 
among the members 
is through chain of 
command 

Communication is 
I 

more personal and 
unofficial. 



Types o f  Informal Groups:- 

Some of the informal groups found in an organization are as follows:- 
a) Interest groups b) Friendship groups, c) Reference Groups 

a) lnterest Groups:- 

Individuals who are concerned with common interests or attitude or 
objectives come together to form an interest group. 

For example, employees come together to demand revision of 
wages and other benefits is an interest group. 

b) Friendship Group:- 

These are the social associations of people existing outside the 
work environment. Such groups may be based on age, habits, likes and 
dislikes etc. For example a bachelors club, teenagers club etc. Friendship 
group are important because they satisfy the affiliation needs of their 
members. Managers of a firm maintain good relationship with friendship 
groups as these groups influence their members, and this in turn would 
direct towards organizational goals. 

c) Reference Group:- 

A reference group is any group with which an individual identifies 
for the purpose of forming opinions or making decisions. Reference groups 
are based on such factors as race, gender, politics, religion, profession, 
educational level etc. Reference group provide values for individuals 
based on which they justify social behavior Reference group are the bases 
for many interest and friendship groups. 

2) In-groups and Out -Groups:- 

In-Groups and Out-groups form a major part of work organizations. 
The groups to which we belong are in -groups and groups to which we do 
not belong are out-groups. For example, employees working in purchase 
department of a company constitute an in-group, as these employees 
belong to or they are in the department. While those employees who do 
not work, in this example, in purchase department of the company is an 
out group, as they do not belong to this department. Generally the 'in' and 
'out' nature of these groups create a rivalry tendency among its members. 

3) Primary Groups:- 

Primary groups are distinguished by the nature of relationship within 
the group. The term 'Primary group' is introduced by an American 
sociologists Professor.Charles H.Cooley. He defined primary group as 
"those characterized by intimate, face to face association and 
cooperation." Primarygroup is afriendly and intimate group of individuals. 
For example members of a family, peer group or a work group maintain 
intimate relation with one another. Such groups are small, interact 



frequently over long periods, develop a deep awareness of each other as 
individuals, satisfy most basic needs and are fundamental in forming a 
social being. 

Importance of Primary group in an organization:- 

Establishing primary work group is an essential requirement of a 
business or organization. In an industrial society primary group can provide 
closer, intimate and personal relationship. It can also help to maintain 
Cohesiveness in an organization. Mutual relation and cooperation in a 
primary work group would lead to greater organizational productivity and 
effectiveness. 

4) Open and Closed group:- 

An organization has both open and closed groups.An open group 
is one which is in a constant state of change while a closed group is quite 
stable. Open group differs from closed group in terms of changing group 
membership. In open groups, members keep changing that is new 
members join and existing members leave. For example, A promotion 
committee in an organization is an open group as the members change 
after everytwo or three years. Board of Directors constitute a closed group, 
as the members hold sufficient votes to be re-elected every year. 

Check your Progress:- 

1. Explain the major types of groups in an organization. 

2. State the contribution of formal and informal groups. 

3. Distinguish between formal and informal groups. 

4. Highlight on the importance of informal groups. 

- - - 

5.7 Reasons for joining group 

Why do individuals join group? People join group for a variety of 
reasons: Some of the common reasons for joining a group are explained 
below: 

1) Affiliation:- 

By nature 'man is a social animal.' He always has a tendency to be 
in a group, In fact groups provide a natural way for people to gather for 
satisfying their common interests and other social needs. When people 
are new in an organization, they show great eagerness to become 
members of a group. 



2) Similarity:- 

We like to become members of a group who are similar to us in 
certain ways. The basis for similarity may be education, income level, 
language, or any such characteristic. 

3) Interaction:- 

When people assume the need for close interaction and 
communication with others, they became members of informal groups. 
Interaction is the essence of human life. The frequent interaction or contact 
with other members also tend to influence their behavior. 

4) Security:- 

The need for security is a powerful factor inducing human beings for 
joining groups. It is believed that there is "Safety in numbers." Individual 
feel that they are safe and protected simply by remaining in a group. 

5) Status and Prestige:- 

The need to enjoy a higher status also motivate many individuals to 
join groups. Many people think that when they become a member of certain 
prestigious and popular group, their self-esteem may be boosted. At the 
same time, they avoid making association with groups which have 
unpleasant and objectionable qualities. 

6) Identity:- 

Joining a group gives individuals certain identity as to "who am I,". 
Groups provide ample opportunities to self identity. We often try to 
understand outsiders by means of their behaviour with us. 

7) Power:- 

Remaining in a group offer greater degree of power collectively, 
rather than as individuals. Often the power of employees as a group act 
as a driving force for unionization in an organization and also to make 
claim for various rights and demands. 

Check Your Progress:- 

1. What factors motivate a person for joining a group. 

2. Explain why people join groups? 

5.8 Stages of grow development 
- - 

The stages model of development was first proposed by Tuck man 
in 1965.According to him, every group undergo fivestages in its life cycle. 
These stages are forming, storming, norming performing and adjourning. 



1. Forming:- 

This is the initial stage of group development, in which the group 
come together and members begin to develop their relationship with one 
another. In other words, this is a stage of transition from individual to ' 

member status. This is the stage M e r e  team buildinb begins and trust 
start to develop. Forming stage is marked by certain feelings and 
behaviours among the members. It includes excitement, anticipation, 
pride, feeling of attachment to the group, suspicion and anxietyabout job 
etc. This stage of group development is completed when niembers accept 
themselves as a group. 

2. Storming:- 

Storming is the most difficult stage of group development because 
in this stage interpersonal conflicts arise and difference of opinion about 
the group and its goal crops up. If the group is unable to clearly state its 
purposes and goals or if it can't agree on shared goals, the group may 
collapse at this point. 

Storming includes certain feelings and behaviours among its 
members, like resisting the tasks, disunity, defensiveness, increased 
tension, and heated argument. 

However the objectives at this stage is to resolve the conflict about 
I 

power ant task structure and managing to overcome hostility and replace 
it with a sense of acceptance and belongingness. This is necessary to 
reach next stage. 

3. Norrning:- 

At the norrning stage of group development, a single leader emerges 
and thus the group resolves its conflict. Now, the group memberswant to 
share the group roles their roles and individuality of fellow members. As a 
result there is more involvement mental support and cooperation among 
the members. Norming consist of features like friendliness, team cohesio~, 
sharing of personal problems etc. on the part of its members. 

4. Performing:- 

Performing is the final stage of development in permanent work 
groups. This stage is characterized by teamwork, role clarity and 
accomplishment. Some of the outcomes of performing stage are pride, 
preventing loss of enthusiasm, achievement, maximum productivity, mutual 
understanding of strength and weakness etc. With all these the group 
becomes highly cohesive and effective functional unit. 

5. Adjourning:- 

Adjourning is the last stage in group development for temporary task 
groups. Adjourning is the break up of the group once the tasks are 



completed and goals are fulfilled. Feelings of loss of friendship, sadness 
and depression emerges at this stage. However a leader can facilitate 
positive closure at this stage by recognizing and rewarding group 
performance. 

Check Your Progress:- 

1. What are the stages involved in group development. 

2. State the features of different stages of group development. 

5.9 Usefulness of groups in organization 

Groups play an important role both in the life of members as well 
as in the functioning of the organization. This is explained in two ways 1) 
Organizational task accomplishment and 2) lnfluencing individual and group 
behaviour. 

1. Organizational task accomplishment:- 

A group can achieve many things in the world, which an individual 
can't do alone by himself. Group effort is required whether to play cricket, 
to construct a building or to produce commodities. 

The functions of a group in contributing to task accomplishment is 
highlighted below:- 
- Compared to individuals, group can be more creative and innovative 

in taking risky decisions. 
- Group deals with information and facts about groups tasks and 

responsibilities. 
- Groups are largely concerned with the group values regarding its 

tasks. 
- In the absence of a work expert, groups make judgment than would 

the average individual. 
- Groups are proved to be more successful than individual in solving 

problem. 
- Group members try to keep the group energy level at its maximum. 

2) Influencing group and individual behaviour:- 

Groups not only helps in task accomplishment, but also act as 
mechanism to influence individual work attitudes and group behaviour. 
These functions of groups are discussed below. 



- Groups have the ability to change their member's thought, feelings 
and behaviour by offering a variety of ideas, information, and 
opportunities. 

- Group members can improve the behaviour of members or give 
feedback on job performance and provide direct instructions and 
assistance to one another. 

- Members also influence one another's beliefs and predispositions 
about various aspects of work setting. 

- Satisfying the needs of the members is the most prominent function 
of group. It is through social interaction and interpersonal relations 
that the members attain social satisfactions. Agroup can provide 
individual security in the form of direct work assistance and technical 
advice or emotional support during pressure or crises in work life. 
Groups also give their members a sense of identification and offer 
opportunities for ego involvement by assisting in-group activities. 

- Groups enable members to improve their abilities and competencies 
in performing their job better. This can reduce the deficiency or 
weakness in workers working in the organization. 

Check Your Progress:- 

1. Explain the usefulness of groups in an organization. 

5.10 Factors influencina arouD behaviour 

There are certain factors which determine group behaviour in an 
organization, in the sense that they influence group performance and 
satisfaction. These factors are 1 )External conditions, 2) Group member's 
resources and 3)group structure. 

1. External Conditions :- 

External conditions affecting group behaviour in an organization are 
explained below :- 

a) Organization strategy:- 

The term strategy means plan of action. Organizational strategy is 
related to goals of the organization and the waysand means of attaining 
these goals. The organizational strategy would help the organization 
towards achieving certain goals like reducing costs, improving quality, 
expanding market share etc. Such a strategy will influence the power of 
various work groups, thus affecting the task performance. 



b) Authority Structures:- 

Authority structure is another factor involved in group behaviour. 
Authority structure is related to the position and authority level of workgroup 
in an organization. Often the emergence of informal leader clashes with 
formal leadership and formal authority patterns in an organization. This is 
likely to influence behaviour of work groups. 

c) Formal regulations :- 

Organizations establish their own formal rules, regulations and 
policies to standardize employee behaviour. The more the imposing of 
formal rules on the employees, greaterwould be the impact on worker's 
behaviour. 

d) Organizational resources:- 

Organizational resources includes tools, equipment facilities work 
methods and procedures. Organizational resources are the inputs 
necessary for task performance. Therefore any change in the access to 
these resources is likely to influence behaviour of work groups. When 
resources are scarce , group members are more likely to compete with 
one another to access them. In other words, this situation give rise to 
competitive relations among the group members. 

e) Procurement of Personnel:- 

Procurement of personnel means recruitments and selection of 
employees for work. If the recruited workforce are more talented and 
skilled, as compared to existing workforce, they become leaders, and 
this in turn influence interaction and behaviour among the group members. 

f) Organizational Culture:- 

The prevailing culture of an organization consisting of certain 
expected patterns of behavior, values and norms often influence workers' 
behaviour. For example, principles and norms like dress code, manners 
and other subcultures are binding on all its employees and they are forced 
to follow them, if they want to remain in work in the organization. 

g) Physical work setting:- 

The external or physical working environment is yet another factor 
influencing group behaviour. The work set up consisting of arrangement 
of equipments, machines, tools,, illumination level, noise level etc create 
both barriers and opportunities for interaction among work groups. 

2) Group members' resources:- 

Group behaviour and group performance also depends upon the 
members' resources. Members' resources consists of abilities and 
personality characteristics of members. 



Abilities and personality characteristics:- 

Intellectual ability and task related ability of members, to a certain 
extent, also determines group's performance. If the group members have 
excellent abilities and talents, they contribute more to the organization's 
development. -, 

The personality characteristics of members inay have a favburable 
or unfavourable impact on group performance. Personality traits of 
members like honesty, discipline, self-reliance, sociability etc would 
enhance productivity, while characteristics like dominande, selfishness, 
authoritarian attitude etc would adversely affect behaviour of members 
and consequently the group performance. 

3) Group Structure:. 

Group structure is concerned with the organization's role, 
norms,status, tasks, interaction patterns, size, intetdependence, 
cohesiveness, leadership etc. in a particular group. Some of them are 
discussed below in detail. 

Role:- 

Roles are behavioural patterns expected from members occupying 
a particular position in a group. Roles are in fact sets of shared 
expectations about who should do what under a given set of 
circumstances. All of us are required to play a number of roles in life. We 
play one role in one situation and different in another situation. In an 
organization, individuals play both group roles as well as individual roles. 
Task-oriented roles and group maintenance roles are examples of group 
roles. Task-oriented roles are performed by task-specialist who possess 
most task-related skills. They provide task-instruction, technical advice 
and other assistance related to task to tile group members. Group 
maintenance roles are done by those group-minded persons, who are 
concerned about group harmony and welfare of the members. The 
individual roles are discharged by a group member for the group. For 
example the innovator offers new ideas and creative suggestions, the 
energizer tries to stimulate group activities, by keeping up the group's 
energy level and the compromiser offers to compromise own position to 
keep the group harmonious also try to promote team spirit. Achallenger 
is known for criticizing or disagreeing with the leader or higher authority, 
this member questions the team's goals, methods and even ethics. 

Even though groups and team contribute to enhance productivity, 
often the group members inhibit or ignore individual productivity. This 
process loss can result from social loafing. Social loafing is the choice by 
some members of a group to take advantage of others by doing less 
work, working more slowly or in other ways of decreasing their own 



contributions to group productivity. In other words, the concept 'Social 
Loafing 'implies that the larger the number of individuals whose work is 
combined on a group task, the smaller is each individual's 
contribution.(reduced output per head) In an experiment by Ringelmann 
revealed that there is an inverse relationship between the sizeof the group1 
team and the magnitudeof group member's individual contribution to the 
productivity or task accomplishment. This is therefore called as 
'Ringelmann Effect.' However social loafing occurs when individual within 
a group perceive that they can neither receive any crediffreward nor blame 
for their performance. So they hold back and contribute less than their 
optimal effort. 

Group Norms:- 

Other than roles, norms also play an important role in influencing 
group behaviour. Norms are a set of beliefs, feelings and attitudes 
commonly observed by group members. Tileseare the unwritten rules or 
standards of behavior that apply to group members-belonging to an 
organization. They adhere to a number of work and non-work norms related 
to dress, production, sale, manners, speech, efficiency, self-control, 
hygiene, absence from work, meetings, celebration of occasions etc. 

Norms are important in a group or organization because of certain 
reasons like a) It provide a basis for understanding the behaviour of 
members b) certain norms define relationship among roles. For example, 
aged or experienced employees are consulted more often in the decision- 
making rather than consulting with educated, young members and c) Norms 
regulate the behaviour of members. 

Reasons for enforcement of norms:- 

Once the norms are established, they are enforced on members, 
for the development and success of the members as well as the 
organization . Some of the important reasons behind norm enforcement 
are as follows: 

1. Enforcement of norms helps in group survival and success. 

2. It is necessary to enforce norms to predict the expected behaviour 
of members. 

3. Norms help to reduce embarrassing interpersonal problems of 
members. Norms are essentially meant for regulation of individual 
behaviour. Therefore any discussion on sensitive and defensive 
issues by members can be reduced or avoided by strict enforcement 
of norms. 

4. Enforcement of norms is also a prerequisite for avoiding group 
conflict in any organization. 



Leadership:- 

Undoubtedly leadership occupies a very important position in 
understanding the group structure of any organization. Leadership is the 
ability to influence individuals or groups towards the achievement of goals. 
Leaders carry out the process of directing the organization by means of 
their skills, knowledge, values, beliefs, ethics and other qualities. 

Leadership is the product of a situations in a particular group. It is 
assumed that the traits and skills required by a leader will vary from group 
to group and from situation to situation. People tend to followthose whom 
they have faith and trust, as they feel that such leaderswould help them to 
accomplish the goals. Such leader are called informal group leaders. 
These leaders enjoy a special status and are respected by other members 
of the group. The functions served by an informal group leader are:- 

a) To aid and guide the group in directing its activities towards goal 
accomplishment. 

b) To maintain the norms and values of the group 

c) To act as a spokesperson in all dealings of communication with 
management and other groups. 

d) To initiate members in group actions and to assist in resolving 
conflicts. 

Group Size:- 

Group size is another element of group structure, which in influence 
group behaviour. It has been observed that a group with less than five 
members would result in certain consequences like fewer people to share 
responsiDili:ies, more personal discussions and more complete 
participation. Whereas a group with more than seven members would 
give rise to more members' inhibitions, fewer opportunities to participate 
domination by aggressive members and a tendency to split into sub- 
groups. However smaller groups enable members to interact better, close 
and more frequently. At the same time special efforts are needed to 
minimize the disadvantages, associated with the large size of group 
members. 

Group tasks:- 

Group tasks are the work or activities performed by members, to 
facilitate task accomplishment. Group performance very much depends 
on the type of task. Employees perform a variety of tasks within an 
organizations. The different types of tasks are a) long term tasks and 
short term tasks b) routine and complex tasks and c) Production tasks, 
discussion tasks and problem solving tasks. 



Long term tasks are those tasks which require relatively longer time 
for its completion while short-term tasks require only short-time. 

Routine tasks are simple and standardized while complex tasks 
are those which need complex skills and require greater effort to perform. 

Production tasks involve use of different skills in completing the 
production activities. Discussion tasks are related to discussing and 
resolving certain work issues and problem-solving tasks deals with review 
of the problem and its solution. All these types of tasks provide group 
members with necessary freedom for interaction and group performance. 
It also gives them work satisfaction. 

Group Cohesiveness:- 

Cohesiveness is an important feature of group behaviour. The term 
'cohesion' implies a feeling of solidarity with other members. Cohesion is 
viewed as the degree to which members are attached to and motivated 
to be a part of group. Cohesiveness is considered to be vital in group 
decision-making, goal attainment, identity and member satisfaction. 

Some of the factors contributing to group cohesiveness in a 
workplace includes interaction, cooperation, shared goals, shared 
attitudes and values, size of group etc. 

Let us now focus on the consequences or outcomes of group 
cohesiveness. The positive consequences of group cohesiveness are:- 

1) Increased morale, reduced conflict and better communication among 
members. 

2) Increased productivity. 

3) Lower absenteeism and lower turnover. 

4) High conformity to norms. 

5) Greater member satisfaction, increased expression of feelings, self- 
confidence and self-esteem. 

6) lncreased willingness to take responsibility. 

Even though group cohesion has several positive consequences, it 
is not free from negative consequences. 'Firstly, if the group goal get 
separated from organizational goals, the group may become less 
productive. Secondly, when a group is too cohesive, its members may 
sideline or neglect organizational goals and give greater importance to 
their group itself. 

Check Your Progress:- 

Q.1. How does external condition in an organization affect group 
behaviour? 



Q.2. What is meant by group structure? How does it influence group 
behaviour and performance ? 

Q.3. What is meant by group cohesiveness? What are its positive effects? 

Q.4. State the different types of group tasks. 

5.11 Meaning and Definition of Teams ' 

Teams and team work are the popular terms in management in the 
recent years. Ateam is a small group including only few people because 
close interaction and mutual influence can occur only when the number of 
members is small: 

Agroup of people is not a team. Ateam is a group of people with a 
high degree of interdependence geared towards the achievements of a 
goal or completion of a task. Team members are usually committed to 
each other's personal growth and success. The essence of a team is 
shared commitment. Without shared commitment group perform as 
individuals to their teammates. 

Definition of teams:- 

In simple wordsa team my be defined as " a small number of people 
with complementary skills, who are committed to a common purpose, 
common performance goals and an approach for which they hold 
themselves mutually accountableu- Katzenbach and Smith. 

Based on the above definition , the meaning of team may be further 
elaborated. 

Team includes people with mix of skills necessary for performing 
the task. "All members of a team may not possess all skills. Different 
members will have different skills. The team members focus on a common 
purpose goal, became they come together to meet the goals. The team 
members adopt a common approaches to work which means, they decide 
on how to work by setting certain norms regarding dress, attendance, 
ethics, do's and dont's. Further the team members also bears the 
responsibility of the results of theirwork. 

Check your Progress:- 

Q.1. Explain the meaning of the term 'team' in detail. 

Q.2. Define the term team. 



5.12 Features of Team 

1. Ateam is not just a administrative group. Team members are usually 
committed to each other's personal growth and success. Teams 
also have a substantial impact on the functioning of the organizations 
too. 

2. Open communication are central to teams. This helps in sincere 
involvement among team members. 

3. Team members not only cooperate in all aspects of their tasks and 
goals they are also empowered to share in many of the 
management's function like planning , organizing, controlling and 
improving their own work progress. 

4. They set their own goals and inspect their own work. 

5. A team outperforms a group, in the sense that it has a Synergetic 
effect. Synergetic effect means the team members produce more 
than what each would have produced, individually or separety. 

For example 1 + I=  a lot more than two. 

6. Team develop sound internal or interpersonal relationship 

7. They encourage honest and open communication. 

8. They develop and common understanding of individual roles. 

9. Team perform leadership function to maximize benefits. 

10. They take responsibility for the quality of their products or services. 

11. They may prepare their own budgets and coordinate their work with 
other departments. 

12. Teams exhibit interdependence and trust. 

13. They make their own schedule and review their performance as a 
group. 

Check Your Progress:- 

1. Briefly explain the features of a team. or 

State the distinctive characteristics of team. 

5.13 Team Versus Group or Difference between Teams 

and Groups 

Although the term groups and teams appears to be similar in 
meaning, there are certain differences between the two. Thesedifferences 
are given below. 



1. Performance of work :- In a group performance of work depends 
on individual members. But the performance in a team depends 
upon both individual contributions and collective effort of members. 

2. Responsibility :- Members of a group do not take any responsibility 
of results of work. Whereas in a team,each team member share 
the responsibility of group's outcome. In other words team focus on 
mutual accountabilityof work. 

3. Commitment:- Group members may share a common goal, but 
team members share a common commitment to purpose. This 
commitment is lacking in a group, though the members share a 
common interest. 

4. Flexibility :- Most groups are extremely rigid regarding the 
members' role, status and functions. However, teams maintains a 
high level of flexibility and they perform different tasks and 
maintenance functions as needed. 

5. Cohesion:-Ateam is more cohesive than a group. Team members 
show a sense of bonding, companionship and 'we' feeling. The 
degree of cohesion is lower in a group. 

6. Roles:- In a group, individuals establish a set of behavior called 
roles. Often these roles serve as a source of confusion and conflict. 
While on the other Land, teams have a shared understanding on 
how to perform their roles - as a leader, facilitator etc. 

Check Your Progress:- 

1. What factors separate a team from a group. 

2. Explain the fundamental differences between teams and groups 

3. Write a shortnote on teams versus groups. 

5.14 Benefits from Teams or Impact of Teams 

Modern competitive organizations gain several benefits from teams. 
Companies like WIPRO, PHILIPS, RELIANCE etc. are planning to hike 
teams as they are proved to be highly beneficial. Some of the benefits 
from team to the organizations are elaborated below. 

1) Enhanced performance - This includes increased productivity, 
improved quality and improved customer service. Team work also 
enables to reduce work related errors, reduced spoilage or wastage 
and therefore more output per worker. 



2) Reduction i n  labor turnover and absenteeism are the added 
benefits from teams to organizations. This is mainly because of 
higher level of commitment among the team members. 

3) Teamwork results i n  improved process, because of the 
coordination between team members. Team work thus facilitates 
better distribution of work and faster solution to work-related 
problem. 

4) Global competitiveness is a major benefit from teams to 
organizations. Team with diverse skills and ideas accelerate 
competitive tendencies among the teams, which in turn leads to the 
success and popularityof firms. 

5) Organizational enhancement-Teams ensure development and 
improvement of organizations in the forms of increased innovation, 
abilities, creativity and flexibility. 

6) Some of the employee benefitsfrom teams include better coaching 
and training, freedom and courage to take chances, better quality 
of work life and reduced stress. Reduced feeling of stress by 
employees because failures are not blamed on single individual 
team member, but is felt by all members. 

Check your progress:- 

1. In what ways teams are beneficial to organizations. 

2. What are the contributions of team towards organizations. 

3. State the major benefitsfrom teams. 

4. Write briefly on the impact of teams 

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

5.15 Types of Team 

Teams are generally classified on the basis of the kind of functions 
served by them in an organization. Some of the commonly found types 
are discussed here:- 

1. Work teams:- 

As the name indicates the work teams are those which are 
concerned with the works and tasks of the organization. This includes 
production of goods and materials and catering to customer services. 

2. Problem-solving teams:- 

The team members come from different functional areas and form 
a temporary group merely to look into some specific problems ofthe firm 



and offer workable solution to deal with it. Once the problem are solved, 
the team stops to exist. 

3. Quality Circle:- 

This is a work group of 8 to 10 employees who, meet regularly to ' 

discuss over various issues related to the quality products. As a special 
team, they investigate the causes, recommefld solutions and take 
corrective actions. 

4. Management Teams:- 

This type of teams focus on coaching and counselling other teams 
to take on the responsibilities of a manager within the teams. Being 
permanent, management teams set more detailed objectives and 
development strategies, plan operations, allocate resources and 
coordinate the work of others. They provide day to day leadership and 
manage the functions. 

5. Self managed teams:- 

Some experts call management team as &lf -managed teams. Self- 
managed teams operate in many organization to manage complex 
projects involving research, des~gn process improvement, particularly for 
cross-department projects involving people of similar seniority levels. 

6. Projects teams:- 

It is a temporary group who meet for a defined purpose. Members 
of these teams belong to different groups, but receive assignments for 
the same project to be done within a definite time period. 

7. Virtual teams:- 

Development in communication technology have seen the 
emergence of a virtual team. A virtual team very rarely meets or never 
directly meet together in a room. Avirtual team is a group of people who 
work interdependently and with shared purpose across space, time and 
organization boundaries, using computertechnology to communicate and 
Collaborate, The members of these team are also from different cultures 
and educational backgrounds. The team's activities takes place on the 
computer via teleconference, internet, e-mail and other communication 
networks. Passing messages, news and information, sharing of files, 
reports, plans, drawings, designs etc are carried out through electronic 
communication system. One of the major benefit of virtual team is that it 
removes the barriers of time and space in business and commercial 
dealings. Clear, precise and mutually agreed upon roles, goals etc glues 
a virtual team together. 

8. Cross functional team:- 

A cross functional team consists of a group of people working 
towards a common goal and made up of people with different functional 



expertise. It could include people from all levels of an organization. 
Members also come from outside of organization-from suppliers, key 
customers or consultants. 

Check your progress:- 

1. State the different types of teams in an organization. 

2. Explain the functions of virtual teams. 

3. Highlight on the significance of various types of teams. 

5.16 Team Issues 
- - 

Organizational success depends increasingly on teamwork rather 
than on individual persons. Managers of firms must tackle certain issues 
to ensure better functioning of the organization. These team issues include 

a) Team performance b)TQM c) Workforce diversity 

a) Team Performance:- 

When the managers understand that the performance of team is not 
up to the mark, steps must be taken to enhance their participation and 
performance. 

1. Limiting the size of team to 12. 

2. Focus on effective team leadership and structure. 

3. Enforcement of norms. 

4. Performance evaluation and reward system. 

5. To assure that team members possess at least three types of skills 
- Technical skills, problem solving, decision-making skills and 
interpersonal skills. 

b) Teams and TQM:- 

TQM stands for Total Quality Management. Quality team may be 
set up by managers to implement quality process, quality system and 
quality control. Highly motivated, sincere and committed workforce 
becomes necessary for the implementation of TQM programme. 

(c)Teams and Workforce diversity:- 

Workforce diversity means uniqueness of each employee, 
especially in a team. Workforce diversity not only includes factors like 
religion, sex, age, and race, but also additional unique personal 
characteristics like introverts, extroverts, liberals, conservatives, etc. 



Managing such a diversified group of workers with different cultures and 
background is not an easy affair. However such a work force is highly 
beneficial to the organization, which includes increased flexibility, 
improved problem solving skills, better creativity, innovative ideas etc. 

Check your progress:- 

Q.1. What are the team issuesfaced by managers in organizations? 

5.17 Team Building in an Oraanizations 

Team work, effective work team and team building are popular topics 
in today's organizations. Team building is important if the management 
want to extract the best out of workforce. 

Meaning o f  Team Building:- 

Team Building is wide range of activities, in a business context, for 
improving team performance. 

Team building is a long term process which involves much more 
than simply bringing a certain number of people together in a room and 
declaring them to be a team. A long-term team like an executive 
committee may take several years to get into effective teaming. Team 
building is needed in team which currently exist, but are not successful in 
getting done what they need to do. 

Definition of Team Building:- 

Robbin and Coulter defined team building as "interaction among 
members of work team to learn how each member thinks and work." 

Reasons for Team building or  Need for Team Building:- 

Most organizations believe that team building would be able to bond 
organization's members horizontally (between subordinates) vertically ( 
between management and subordinates) 

The need for team building in the organization arises due to the 
following reasons:- 

1. Improves communication 

2. Makes the workplace more enjoyable 

3. Motivates a team 

4. To get to know each other 

5. To help the participants to know more about themselves 

6. Identifies and utilizes the strength of team members 



7. Improves productivity 

Tips for the success of team building. 

1. Use a team to plan the event or activity. 

2. Incorporate annual team building events into overall company. 

3. Team behavior should be rewarded and recognized. 

Check your progress:- 

1. What is meant by team building 

2. Explain the need for team building in organizations 

5.18 Summary 

Group is a very important concept in all social sciences. The success 
of an organization depends on the success of the group which work in 
an organization. Therefore groups are inevitable in an organization. 
Interaction, hierarchical system, common motives, group norms, group 
pressure etc are some of the features of a group. People join group for a 
variety of reasons. Group structure is a very important factor affecting 
group behaviour. 

All teams are groups, but all groups are not teams. The terms teams 
and groups are interchangeably used and yet they can be distinguished. 
Organizations have different types of teams like problem solving team, 
management team etc. Tackling team issues is a major responsibility of 
managers in the organization. Team building earns greater importance in 
today's organization , as it brings people together, enhances 
communication as well as organizational productivity. 

5.19 Glossary 

A group refers to two or more individuals interacting and 
interdependent who have wme together to achieve a wmmonset of goals. 

Group Dynamics:- 
The concept group dynamics deals with the interaction and 

interpersonal relationship between members of a group and the way in 
which groups forms, functions and dissolves. 



Team:- 
A group in itself does not necessarily constitute a team. Teams 

normally have small number of members with complementary skills who 
are committed to a common purpose, common performance goals, and 
an approach for which they hold themselves mutually accountable. 

Work group:- 

Work group is a group that interacts primarily to share information 
and to make decision to help one another and' perform within each 
member's area of responsibility at a given work or organization. 

Group norms:- 

Groups norms refers to standards of behaviour shared by a group 
or organization. 

Norms guides behaviour and facilitates interaction among 
members. 

Group structure:- 

The concept gcoup structure can be expressed in several ways. In 
simple words, group structure implies a relatively stable pattern of 
relationship among different group members. 

Social loafing:- 

The tendency of individual group members to reduce theirwork effort, 
while working as a part of a group, especially when the group increases 
in size. 

Virtual team:- 

A virtual team is a group of individuals who work across time, space 
and organizational boundaries with links strengthened by webs of 
communication technology especially computers and internet. 

Accountability:- 

Accountability means responsibility. To be responsible is to accept 
judgments, actions and omission as one's own burden, in whole or in 
part. 

5.20 Suggested Readings 

1 .  Organizations Behaviour- K.Aswathappa text, Cases, Games 

2. Personnel management - Mamoria C and Gankar S.V 

3. Essentials of Human Resource Management and Industrial 
Relations:- P. Subba Rao 

4. Organizational Behaviour- Aparna Raj. 

5. An approach to organizational behaviour- Dr.(Mrs) Usha Mukund 



5.21 Question Pattern 

Q.1. Define the term group and discuss its importance, features and types 
in the organizational context. 

Q.2. Explain the nature and contribution of formal and informal groups. 

Q.3. Describe the various stages of group development found in 
organizations. 

(2.4. Discuss how groups are useful to organizations. 

Q.5. Examine the major factors influencing group behaviour in a work 
set up. 

Q.6. What is meant by a team? Discuss its majorfeatures. 

Q.7. Briefly explain the functions of different types of teams. 

Q.8 Short notes: 

1. Difference between formal and informal groups. 

2. Typesofgroups. 

3. Group structuring. 

4. Team versus Group. 

5. Team building. 

6. Impact of teams. 



Unit 6 

Leadership: Meaning, Effectiveness, 
Qualities & Skills of a leader, 

functions 

Unit Structure 

6.0 Objectives 

6.1 lntroduction 

6.2 Meaning and Definitions of Leadership 

6.3 NaturelCharacteristicslFeatures of Leadership 

6.4 Importance of Leadership 

6.5 Functions and responsibilities of a leader 

6.6 Traitslqualitieslattributes of a leader 

6.7 Meaning of Leadership Styles 

6.8 Types of Leadership Styles 

6.9 Summaty 

6.1 0 Glossaty 

6.11 Suggested Readings 

6.1 2 Question pattern 

6.0 Objectives 

(1) To familiarize the students with the meaning, importance and 
responsibilities of a leader 

(2) To make students understand the various types of leadership styles 

6.1 Introduction 

Leadership is the process of inducing a subordinate to behave in a 
desired manner. Leadership is that outstanding aspect of management 
which manifests ability, creativeness, initiative and inventiveness and which 
gains the confidence, co-operation and willingness of the people to work 
by organizing and building employee morale. 

Leadership is the process by which an executive or a manager 
imaginatively directs, guides and influences the work of others in choosing 



and attaining specified goals by mediating between the individual and 
the organization in such a manner that both will obtain the maximum 
satisfaction. Leadership always involves attempt on the part of a leader 
to affect the behaviour of a follower or followers in a situation. It is the 
ability to cause others to follow willingly, usually in initiating change. 

6.2 Meaning and Definitions of Leadership 

Leadership is followership. Agood leader leads but does not push. 
Effective leadership can guide a group towards certain ideals without 
exerting much force. Managers who possess the quality of guiding and 
directing the subordinates under inspired impulses can be called business 
leaders. 

Leadership is one of the important aspect of management. It is the 
liveliest element in the management process. It initiates actions to translate 
the decisions into concrete actions. Managers have to lead their 
subordinates. Leading involves directing, influencing and motivating 
employees to perform essential tasks. 

Leadership means followership, directing efforts of others to achieve 
leader's goals; and skill for achieving individual, group and organizational 
performance. The successful performance of the leadership role is 
essential to the survival of the business enterprise. Goods and services 
are to be provided, products and customers need to be united and the 
worker efforts require integration and co-ordination. The leader guides 
the action of others in accomplishing these tasks. 

Definitions of Leadership 
According to Koontz and O'Donnell," Leadership is the ability of a 

managers to induce subordinates (followers) to work with confidence and 
zeal. 

According to GeorgeTerry, " Leadership is the activity of influencing 
people to strive for mutual objectives." 

According to Alford and Beatty," Leadership is the ability to secure 
desired actions from a group of followers voluntarily without the use of 
coercion." 

According to Peter Drucker," Leadership is not making friends and 
influencing people, i.e. salesmanship. It is the lifting of man's visionsto 
higher sights, the raising of man's performance to higher standards, the 
building of man's personality beyond its normal limitations." 

Leadership has been defined as " the relationship in which one 
person, or leader, influences others to work together willingly on related 
tasks to attain that which the leader desires." 



Leadership can be defined as " the ability to cause others to 
follow willingly, usually in initiating change. The ability to cause others to 
follow for a common goal is one sure way of recognizing leadership. 
Leaders initiate change either by making decisions or by encouraging 
others to make them." 

T 

"Leadership is the process of inducing a su'bordinate to behave in 
a desired manner." 

"Leadership is one form of dominance, in which the followers more 
or less willingly accept direction and control by another person." 

Check your Progress:. 

Q.1. What is 'Leadership?' Define the term 'Leadership?' 

6.3 NaturelCharacteristicslFeatures of Leadership 

(1) Presence of followers:- 

A leader needs to have followers. The leader cannot exercise 
leadership, if there are no followers. A persons can be called a leader 
only when people gets influenced by him, and agree to accept him as 
their leader. 

(2) Common Interests:- 

There must be a common interest for the leader and for the group. If 
there is a clash in interest, then the group may leave the leader and follow 
some other person who share their common interest. Therefore, the 
interest of the leader and that of his followers must match. 

(3) Willing Co-operation:- 

Through effective leadership, the leader should influence his 
followers and secure willing co-operation from them, in order to achieve 
group goals. Agood leader would never force his subordinates to obey 
him and compel them to do certain acts. 

(4) Discipline and Dedications:- 

Agood leader sets a good example for hisfollowers. Therefore, a 
good leader needs to be disciplined and dedicated. 

(5) Dynamic Process:- 

Leadership is a dynamic and continuous process of influencing 
behaviour of others. It is not enough to influence the followers only once. 
There is a constant need for influencing the followers. 



(6) Active Participation:- 
There must be a working relation between the leader and followers. 

The leader not only needs to secure active participation of his followers, 
but he also needs to take active part in the activities of the group. 

(7)Superior Knowledge and Skills:- 

The leader is expected to have superior knowledge and skills as 
compared to his subordinates. Otherwise, the followers may not respect 
and obey the leader. In other words, if the leader does not possess superior 
knowledge, then he will not be able to exercise leadership over his 
followers. 

(8) Goal-oriented:- 
Leadership is goal-oriented. The purpose of leadership is to achieve 

some desired goals. It does not make any sense to be a leader of a 
group without any purpose to achieve. 

(9) Leadership Styles:- 
There are different leadership styles. However, good leaders would 

follow situational leadership style. 

(10) Continuous Process:- 

Leadership is a continuous process. It is an on-going activity of 
influencing subordinates or followers to achieve group objectives. 

Check your Progress:- 

Q.1. Explain the naturelfeatureslcharacteristics of Leadership. 

6.4 Importance of Leadership 

(1) Leadership plays an important role in bringing success and stability 
to a business enterprise. Without a good leader, an organization 
can not function effectively. 

(2) In an organization, professional leadership is required at the top 
level. In addition, a team of efficient managers are necessary at the 
middle and lower levels of management. 

(3) All managers need essential qualities of leadership. If necessary, 
they should be given necessary training so as to enable them to 
function efficiently. 

(4) An efficient manager cum leader inspires, guides and motivates 
his subordinates and achieves the departmentallorganizational 
objectives with their support and co-operation. 



(5) Many failures of business enterprises are due to lack of effective 
leadership. On the other hand even sick business unitsface adverse 
situations boldly and achieve speedy recovery due to efficient 
leadership. 

(6) A manager has to play different leadership roles. These include (a) 
Educator (b) Counsellor (c) Judge (d) Spokesperson 

Check your progress:- 

Q.1. Discuss the importance of leadership 

6.5 Functions and Responsibilities of a Leader 

Different authors have differently given the functions of a leader. 
Most listings of leadership duties and responsibilities stress the leader's 
obligation to attain organizational goals and give attention to the needs of 
the individuals who are his subordinates. 

Kahn, for example, is both organization and work-oriented in his list 
of leadership functions. He states the leader serves best when he:- 

(1) Provides direct satisfaction to his followers 

(2) Structures the path to goal attainment 

(3) Removes barriers to goal attainment 

(4) Modified employee's goals so that the~r personal goals can also be 
organizationally useful. 

An Ohio University research study says that "a leader has 3 functions:- 

(i) Maintenance of membership, that is, the closeness of the leader to 
the group, the frequency of his reactions, and his acceptability to 
the group. 

(ii) Objective attainment, that is , he should ensure that work patterns 
are stable and understandable, and that the objectives are achieved, 
and 

(iii) Group interaction facilitation, that is, he should facilitate effective 
interaction among the members of an organization by means of a 
better communication system. 

According to Peter Drucker, "an effective leader is one who can 
make ordinary men do extraordinary things, make common people do 
uncommon things. Leadership is lifling of a man's sights to a higher vision, 
the raising of man's standard to a higher performance, the building of a 
man's personality beyond its normal limitations." 



Killian, in a study published by the American ManagementAssociation, 
states that a leader's functions are:- 

1) To rendera service (by multiplying) the contribution of every individual 
who is its beneficiary.) 

2) To take decisions(1eading others to sufficient understanding, not a 
reckless shooting from the hip but a calculated searching for, and 
weighing of facts.) 

3) To elicit response ( leading others to sufficient understanding to the 
need for accomplishing the job in hand) 

4) To achieve results (by guiding the energy of others in a definite 
direction for a specific purpose)., and 

5) To be willing to be different, to have discipline and a standard of 
performance which are higher than those of the non-leader. 

According to Selznick, the main functions of a leader are:- 

(a) To set an organization's goals with reference to its internal needs 
and external pressures. 

(b) To integrate the needs of the individuals with those of the group so 
that the goals are easily reached. 

(c) To maintain industrial integrity, that is, a leader should maintain 
institutional integrity and his organization's distinctive identity. 

(d) To resolve internal conflicts, that is, a leader should bring about a 
balance between conflicting interests and resolve conflicts. 

According to Krech and Crutchfield, leadership functions can be 
classified into 2 categories:- (1) The primary functions, which are 
considered essential to leadership; (2)Accessoryfunctions, which may 
be assumed by the leader or assigned to him by the group by virtue of his 
position. 

(1) Primary Functions 

(a) Executive 

(b) Planner 

(c) Policy Maker 

(d) Expert 

(e) External Group 

(f) Representative 

(g) Controller of Internal Relations 

(h) Purveyor of rewards and punishments 

(i) Arbitrator and Mediator 



(2) Accessory Functions 

(a) Exempler 

(b) Symbol of the group 

(c) Substitute for individual responsibility 
f 

(d) Ideologist 

(e) Father figure 

(9 Scapegoat 

According to Miijus, leadership responsibilities are:- 

(1) Determining realistic performance objectives ( in terms of quantity, 
quality, safety, etc.) 

(2) Providing workers with necessary resources to perform their tasks. 

(3) Communicating workers what is specially expected of them. 

(4) Providing an adequate reward structure to encourage' performance. 

(5) Delegating authority where needed and inviting participation where 
possible. 

(6) Removing barriersand stumbling blocks to effective performance. 

(7) Appraising performance and communicating the results of 
evaluations. 

(8) Showing personal considerations for the employee. 

In sum, a leader undertakes the following functions:- 

(1) He represents the undertaking and its purposes, ideals, philosophy 
and problems to those working for it and to the outside world. 

(2) He initiates all the measures that are necessaryfor the purpose of 
ensuring the health and progress of the undertaking in a competitive 
economy. 

(3) He administer the undertaking by arranging for the forecast, 
planning, organization, direction, co-ordination and control of its 
activities. 

(4) He interprets the objectives of the organization and the means to 
be followed to achieve them; he appraises hisfollowers, convinces 
them and creates confidence among them. 

(5) He integrates the activities of his group, develops its team spirit 
and cohesiveness, and brings about an unity of action and approach 
among its members. 

(6) He identifies with group goals. Whether or not a leader has helped 
to formulate goals, he must always help the group attain them. 

(7) He satisfies the group's ego. The group ego develops by (a) 
integrating the group's needs and goals with the reality outside the 



group, (b) satisfying interpersonal needs within the group, and (c) 
creating an atmosphere free of conflict for group members. 

(8) When a decision can not be reached easily, the leader makes a 
decision, for better or worse, with group compliance. Leaders can 
help classify possible alternatives of action and they can prevent a 
group from stalemating or turning into a debating society. 

(9) When groups experience internal differences whether based on 
emotional or intellectual clashes, a leader can often resolve the 
differences. He acts as an arbitrator to prevent serious group 
splintering. 

Bennis maintains that, "The roles and functions of leader should be 
flexible. They should have the ability to adapt themselves rapidly to 
changing situations and learn to view their roles as temporary. According 
to Bennis, the important tasks of the leader are:- 

(a) Developing rewarding human systems 

(b) Developing executive constellations. 

(c) Building a collaborative climate. 

(d) Identification with the adaptive process. 

(e) Developing supra-organizational goals. 

(9 Organizational "Self-renewal." 

Check Your Progress:- 

Q.1. Explain the functions/responsibilities of a leader. 

6.6 TraitslQualitieslAttributes of a Leader 

The leader is expected to play many roles and therefore, must 
be qualified to guide others to organizational achievement and must also 
be a capable handler of interpersonal relations. 

In the opinion of Viscount Slim, the main leadership traits are:- 

(a) Courage 

(b) Will power 

(c) Judgement 

(d) Flexibility 

(e) Knowledge 

(9 Integrity 



Ordway Tead is of the view that the qualities of a leader are:- 

(1) Physical and nervous energy 

(2) Enthusiasm 

(3) Sense of purpose and direction 

(4) Technical mastery 

(5) Friendliness and affection 

(6) Decisiveness 

(7) Integrity 

(8) Intelligence 

(9) Faith 

Chester Barnard thinks that a leader should have:- 

(a) Vitality and endurance 

(b) Decisiveness 

(c) Persuasiveness 

(d) Stability in behaviour 

(e) Intellectual ability 

( Knowledge 

According to Hill, the characteristics of a good leader are:- 

(1) Courage 

(2) Self-confidence 

(3) Moral qualities 

(4) Self-Sacrifice 

(5) Paternalism 

(6) Fairness 

(7) Initiative 

(8) Decisiveness 

(9) Dignity 

(1 0) Knowledge of men 

Nitish. R.De has given the following characteristics of a leader:- 

(a) Agreat deal of physical and nervous energy, endurance and vigour 
of body and mind. 

(b) Readiness to shoulder responsibility and ability to discharge it, 

(c) Unflattering friendliness and affection 

(d) Tolerance and patience 

(e) Sense of fair play and justice 

(f) A high degree of integrity 



(g) Knowledge of Men 

(h) Decisiveness and initiative 

(i) Ability to face rough weather, opposition, callousness and ridicule 

According to George Terry, the qualities of a leader are:- 

(1) Energy 
(2) Emotional Stability 

(3) Knowledge of Human Relations 

(4) Personal Motivation 

(5) Communication Skill 

(6) Technical ability 

(7) Social Skill 

(8) Technical Competence 

In short, a good leader should possess the following qualities:- 

(a) Energy:- Aleader should have both mental and physical energy to 
work for sufficiently long hours without feeling tired. 

(b) Emotional Maturityand Stability :-Aleader should act with self- 
confidence, avoid anger, take decisions on a rational basis and think 
clearly and maturely. He should not be whimsical but consistent in 
his actions because of his emotional stability and his cool mind. 

(c) Knowledge o f  Human Relations:- A leader should have an 
understanding of human behaviour, that is, he should know people, 
know their needs, sentiments, emotions as also their actions and 
reactions to particular decisions, their motivations etc. 

(d) Objectivity:-Aleader's approach to any issue-problem should be 
objective and not based on any pressure, fear, bias, prejudice or 
preconceived notions. His decision should be based upon 
reasoning, facts and a careful analysis of a problem. Objectivity is a 
vital aspect of analytical decision making. Objectivity also helps to 
insure a fair, consistent course of action from the leader. 

(e) Empathy:-A leader should be able to look at things objectively and 
from the point ofview of others. He should respect the rights of others, 
their beliefs and sentiments. The leader should be perceptive or 
empathetic towards his subordinates, followers so that he can 
discern their strengths weaknesses, ambitions and can give them 
the attention they deserve. 

(f) Personal motivation:- This involves the creation of enthusiasm 
within the leader himself to get a job done. 

(g) Communication Skill :-Aleader should be able to talk and write 
clearly and forcefully. He should have the abilityto persuade, stimulate, 



direct and convince his subordinates that it is in their own interest to 
offer him theirwillingco-operation in the performance of his task. 

(h) Teaching ability:-Aleader should have the ability todemonstrate 
how to accomplish a particular task, to correct errors, prepare 
followers for achievement andTask questions,and offer suggestion. 

(i) Social Skill :- He should understand ,his people, and their weak 
and strong points, have the ability to win their confidence and loyalty, 
be helpful, friendly, sympathetic and easily approachable, he should 
have the skill toensure that others succeed. 

(j) Technical competence:- ~e should have a thorough knowledge 
of and competence in the principles, procedures and operations of 
a job. Technical skill involves specialized knowledge, analytical skill, 
and a facility in the use of the tools and techniques of a specific 
discipline. 

(k) Integrity:-Aleader should be morally sound. In the words of F. Taylor, 
"Integrity is that straightforward honesty of purpose which makes a 
man truthful not only to others but to himself, Which makes a man 
high-minded and gives him high aspirations and high ideals. 

(I) Conceptual Skill :- He should have the ability to look at the 
enterprise as a whole, to recognize that the various functions of an 
organization depend upon one another and are'inter-related, that 
changes in one affect all the others. 

(m) Moral Courage:- A leader should have the moral courage to do 
the things which he believes, are right and stand by the decision he 
has taken. 

(n) Flexibilityof Mind:-Aleadershould have aflexible mind so that he 
may change in obedience to the change in circumstances. 

(0) Ability to establish proper priorities:-The leader must be capable 
of sorting out "the chaff to get the real kernel of grain", in other words, 
he must have the ability to see what is important and what is not. 
When decisions are necessary, the gifted leader knows which 
alternatives are worthy of consideration and which are not. 

In sum, a leader should possess certain important personal traits 
and managerial traits which are asfollows:- 

Personal traits:- (a) Self-confidence, (b) Initiative and Innovative, 
(c) Emotional Maturity,(d) Intelligence, (e) Decisiveness, (f) Effective 
Communication, (g)Dynamic Personality, (h) Vision and Foresight, (i) 
Flexibility, (j)Acceptance of Responsibility 

Managerial Traits :-(a) Knowledge of human skill, (b)administrative 
ability, (c) technical knowledge, (d) ability to deal with people, (e) ability to 
judge and decide quickly. 



It should be noted that a successful leader is one who is keenly aware 
of those forceswhich are most relevant to his behaviour at any given time. 
He understands himself thoroughly, he understands the individuals and 
the groups he deals with and the company and the broader social 
environment in which he operates. Asuccessful leader is one who is able 
to behave appropriately in the light of these perceptions. If direction is in 
order, he is able to direct, if considerable participative freedom is called 
for, he is able to provide such freedom. 

Check your progress:- 

Q.1. Explain the qualities/attributes/traits of a leader. 

6.7 Meaning of Leadership Styles 

'The style is the way in which the leader influences followers. The 
styles are based on types of control leaders exercise in a group and their 
behaviour toward group members. The styles vary on the basis of the 
duties the leader feels he alone should perform, the responsibilities the 
leader expects his followers to accept, and the philosophical commitment 
of the leader to the development and fulfillment of subordinate's 
expectations. It also varies with the occasion, as well as with the types of 
leaders and followers. Most important is that effective leader alter their 
own styles to fit the needs of a particular situation. 

Edwin Flippo has defined leadership style as "a pattern of behaviour 
designed to integrate organizational and personal interest in pursuit of 
some objectives.' 

Check your progress:- 

Q.1. Explain the meaning of leadership styles. 

6.8 Types of Leadership Styles 
The main types of leadership styles are as follows:- 

(1)Autocratic Style:- An autocrat is the one who takes all decisions 
by himself and expects to be obeyed by his subordinates. The 
subordinates have no scope to question the superior. 



Certain points to be noted in this respect:- 

(a) The superior makes the decision. 

(b) The superior does not c~nsult  the subordinates in decision making. 

(c) The superior is responsible for the decision. 

(d) The relation between superior and subordinates are formal. 

This style is suitable when:- 

() Quick decisions are to be made. 

(ii) Subordinates are inexperienced and it does not make any sense to 
consult them. 

(iii) Subordinates are not affected by the decision. 

(2) Bureaucratic Style:- This type of leadership style is more 
followed in government department. The bureaucrats often follow rules 
and regulations in totality. They do not use their discretion, even to do 
away with mere formalities. They strictly follow the scalar chain principle, 
even in the case of urgency. The following points to be noted:- 

(a) The bureaucrat takes the decision by strictly following formalities or 
rules and regulations. 

(b) The subordinates are often not consulted. 

(c) The bureaucrat may avoid responsibility. 

(d) The relations between superior and subordinates are formal. 

(e) This style results in delay and red tapism and unwanted paperwork. 

(3) Consultative Style:- In this type, the leader consults his 
subordinates before taking a decision. The leader feels that it is always 
advisable to consult the subordinates. This type of leader is more open 
minded and would welcome suggestions from the subordinates, before 
making a decision. The following points to be noted:- 

(a) The superior consults the subordinates before making a decision. 

(b) The subordinates may give their suggestions or comments, Which 
the superior may or may not accept. 

(c) The Superior makes the decision. 

(d) The superior is responsible for the decision. 

(e) The relation between superior and subordinates are informal. 

This type of style is suitable when:- 

(1 ) There is no urgency of the decision, which allows the leader to consult 
subordinates. 

(2) The suggestions and comments of the subordinates are vital to 
making a decision. 



(3) The subordinates are experienced and matured and can provide 
suggestions and comments. 

(4) Participative Style:- The leader not only consults the 
subordinates, but allows them to take part in decision-making. The 
following points are to be noted:- 

(a) The superior consults his subordinates before making a decision. 

(b) 'The leader alongwith the group take part in decision-making. 

(c) Both the leader and group share the responsibility for making the 
decision 

(d) The relations are informal. 

This type of style is suitable when:- 

(1) Group decision-making is required. 

(2) There is an immediate possibility of opposition from a group of 
followers. 

(3) There are experienced and matured followers. 

(5) Laissez Faire style:- In this style the leader shares the problem 
with the group. He acts more as a chairperson in generating and 
evaluating alternatives in search of group consensus. He is prepared to 
do what the group wants to do. The following points are to be noted:- 

(a) The superior allows the subordinates to take decision. 

(b) The superior acts more as a guide in arriving at decision. 

(c) The superior and the subordinates share the responsibility. 

(d) The relations are very informal. 
(6)  Paternalistic Style:- This style aims at creating a family 

atmosphere within the organization. The leader is respected and treated 
as a father figure by the subordinates. 'The following points to be noted:- 

(a) This style is mostly followed in Japanese organizations. 

(b) The leader considers himself as a parent figure 

(c) The leader may consult his subordinates 

(d) Mostly the leader takes the decision. 

(e) The leader is responsible for decision-making. 

(f) The relations are very homely. 

This type of style is more suitable in small organizations, where there 
are a handful of employees, and just one leader or boss. The leader 
adviser, guides, and helps the subordinates even during their personal 
hardships. 

(7) Sociocratic Style:- Sociocrats attempts to run their organization 
like a social club. They believe that good fellowship or friendship is more 



important than productivity They keep people happy even at the cost of 
the organization. They believe in a warm and pleasant social atmosphere 
For them, the interest of the subordinates comes first, and then that of the 
organization. The following points to be noted:- 

(a) The superior takes a decision by keeping the intekest of the 
subordinates. The interest of the organ,ization may be secondary. 

(b) The superior consults the subordinatesfor decision-making. 

(8) Neurocratic style:- Aneurocrat is highly task oriented and wants 
to get the things done at any cost. He is highly sensitive and gets quickly 
upset at failures. The following points to be noted:- 

(a) 'The leader may be emotional and eccentric. 

(b) The leader may not consult the subordinates in decision-making. 

(c) The leader takes the decision. 

(d) The leader is responsible for decision-making but he may shift the 
responsibility on to his subordinates. 

(9) Situational Style :- Now-a-days in most well managed 
organizations, the managers follow situational leadership style. This 
means, the leadership style varies depending upon the situation. In other 
words, the leader may be autocrat at times, consultative at times, and 
participative at times, depending upon the decision and the situation. 

No leadership style is good for all times and in all situations. The 
leader need to adjust his style depending upon:- 

(a) The nature of decision or work 

(b) The type of subordinates 

(c) The work environment 

The situational leadership style is a combination of autocratic, 
consultative and participative leadership styles. 

Check your Progress:- 

Q.1. Discuss the various types of leadership styles. 

6.9 Summary 

Leadership is one of the important aspects of management. 
Effective leadership is required to lead and guide the subordinates to 
perform organizational tasks effectively and efficiently. Leadership is the 
activity of influencing people to strive willingly for group objectives. Aleader 



is a person who takes charge of or guides a performance or activity. To 
be a good leader, one must possess good qualities such as good 
personality, intelligence, initiative, innovative, self-confidence, 
communication skills, human skills, proper judgment, administrative skills, 
discipline, patience etc. 

6.10 Glossary 

(1) Leader :-a person who takes charge of or guides a performance 
or activity. 

(2) Autocrat:- The one who takes all the decisions by himself and 
expects to be obeyed by his subordinates. 

(3) Bureaucrats:- One who often follows rules and regulations in totality. 

(4) Neurocrats:-Is highly taskoriented and wants to get the things done 
at any cost. 

(5) Sociocrats :-Attempt to run their organization like a social club 

6.11 Suggested Readings 

(1) P.Subba Rao - Human Resource Management and Industrial 
Relations. 

(2) Mamoria and Gankar - Personnel Management 

(3) Kale BAhmed - Management and Human Resource Development 

6.12 Question Pattern 

Q.1. Define Leadership. Explain its features and importance. 

Q.2. Explain the functions/responsibilities of a leader. 

Q.3. Describe the traits/qualities/attributes of a leader. 

Q.4. What do you mean by leadership Styles? Explain the types of 
leadership Styles. 
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7.1 1 Question Pattern 

7.0. Objectives 

1) To enable students to understand the meaning of organisational 
structure, organizational process and various types of structures such 
as line organization, functional organizations, line-and-staff 
organization, tall and flat organization, 

2) To provide detailed knowledge about the features, importance, 
merits and demerits of formal organisation and also of the various 
types of structures mentioned above. 

7.1. Introduction 

An organisation is a group of people working together to achieve 
common goal. An organizational structure is the established pattern of 
relationships among various components or parts of the organization. 
Organizational structure can be studied through organizational chart. 
Organizational structure indicates the organisation's hierarchy and 
authority structure and show its reporting relationship. Structure implies 
the positioning of offices, role and activities within the organization. 
Effective structuring helps organisation to achieve their goals and 
facilitates employees to operate efficiently. 

7.2. Meaning and Definitions of Organisation 

To conduct any activity, business or non-business, there is a need 
for an organisation. If there is no organization, it is not possible to conduct 
activities. 

In simple words, organizing means, organizing the ways and means 
for the execution of a business plan. 



Organisation Means :- 

a) Group of individuals working together towards common goal. 

b) Group of individuals placed in different positions in the level of 
management to achieve business goals. 

c) Group of individuals held tbgether by a~ithority responsibility 
relationships. 

Definition of Organisation:- 

James Mooney and Reily define organisation as "the form of every 
human association for the attainment of a common purpose". 

According to Ogbum and Nimkoff, an organisation "is an articulation 
of different parts which perform variousfunctions, it is an active group 
device for getting something done". 

According to H.M. Johnson, "organisation refers to an aspect of 
interaction systems". Mc Farland defines organisation as "An identified 
group of people contributing their efforts towards attainment of goals". 

According to Kossen "An organisation is a group of individuals co- 
ordinated into different levels of authority and segments of a specialization 
or the purpose of achieving the goals and objectives of the organization". 

Check Your Progress:- 
Q.1. What do you mean by organization? Define the term organisation. 

7.2.1 Nature of Organisation:- 
1. Organisation is a chain of relationship among the different parts of 

an organization. 

2. Every organisation exists to achieve certain common goals. 

3. Organisation consists of group of individuals who come together to 
achieve the goals of the organization. 

4. The various activities of the organisation are divided among the 
different people in the organisation. 

5. In every organisation there is a need for system of co-ordination. 

6. Authority is the power to make decisions, to command and to get 
the work done from the sub-ordinates. The authority may be 
delegated. 

7. Every organisation has its own rules and regulations which are to 
be followed by every individual in the organization. 



8. Every organisation functions in an environment. Actions of 
Organisation are not only influenced by the external environment but 
also by the internal environment prevailing within the organisation. 

Check Your Progress:- 

(2.1 Explain the nature of organisation. 

7.2.2. Need and Importance of Organisation :- 

a) Organisation ensures optimum utilization of resources, both human 
and physical resources. 

b) Organisation facilitates co-ordination 

c) A properly designed and balanced organisation facilitates effective 
management of the organisation. 

d) A sound organisation avoids confusion, misunderstanding and 
overlapping of functions and as such employees are motivated to 
produce better results. 

e) Organisation facilitates delegation of authority. 

fj A sound organisation encourages initiative and innovation. 

g) Sound organizations have contributed to technological 
developments. 

h) Good organisation achieves good progress. 

Check Your Progress:- 

(2.1 Explain the need and importance of organisation. 

- - - 

7.2.3 Elements or Components of organisation:- 

H.G. Hicks and C.R. Gullet state that there are two types of elements 
common to all organizations. These two elements are :- 

(a) Core Element - Persons : The core element of any organisation 
is the persons who interact with the organization. Without people, 
organisation cannot come into existence. 

(b) Working Element - Resources : Resources can be broadly 

divided into two groups :- (i) Human Resources- includes Managers 



and non-Managers, (ii) Physical or non-human resources - include 
machine, materials and money. 

Check Your Progress:- 

Q.1. Explain the Elements I Components of organisation. 

7.2.4 Principles of organisation:- 

(a) Every organisation needs to have specific and well-defined 
objectives. 

(b) As far as possible, the work of each individual should be confined 

to a single or similar position. 

(c) In an organization, individuals and departments must co-ordinate 
with other individuals and departments to accomplish organizational 

goals. 

(d) Every Manager must have some authority in orderto decide, organize 
and direct the use of resources to attain the goals of the 
organisation. 

(e) There should always be a balance between authority and 
responsibility. 

(9 Organisation is not a short-term arrangement. It is a continuous 
process. 

(g) As far as possible, there should be a few levels of supervision 
between the top authority and the workers. 

(h) As far as possible, authority and corresponding responsibility should 
be delegated far down in the organisation. 

(i) The authority, responsibility, superior - subordinate relations and 
the chain of command should be clearly defined. 

(j) The organisation should be so planned, that the objective can be 
attained with lowest possible cost. 

(k) Each person should report and answer to only one superior. 

(I) The top management should concentrate only on exceptional or 
important matters and lower level managers should be given 
freedom to handle routine matters. 



Check Your Progress:- 

Q.l Explain the principles of organisation. 

7.2.5 Functions o f  Organisation:- 

(a) Division o f  Labour :- When two or more individuals join together 
to perform certain tasks, it follows that some division of work is done. 
Work is divided among those who participate in a productive 
organisation. The division of labour leads to a fixing of responsibility, 
the delegation of authority, specialization. 

(b) Combination of Labour: - With work divided and assigned to the 
members of an organisation, their activities are grouped together, 
forming operations, and operations are arranged to establish 
systems and procedures. 

(c) Co-ordination :-There is the need in every organisation for the 
integration of activities and the co-ordination of individuals and 
groups of individuals performing their tasks. Co-ordination is 
achieved through leadership, in the structural sense, it involves the 
fixing of responsibility and the delegation of authority. 

Check Your Progress:- 

Q . l  Explain the functions of organisation. 

7.3. Meaning of Organizational Structure 

Organizational structure is the system of task reporting and authority 
relationship within which the work of the organisation is done. 

As K. Aswathappa has noted - organizational structure gives 
concrete shape to the organisation. The structure determines division of 
work and show how different activities are linked. It also indicates the 
pattern of authority and determines relationship between super-ordinates 
and sub-ordinates. It provides the stability and continuity that the 
organisation needs to survive and also to co-ordinate its activities with 
external world. 

An organizational structure can be viewed as accomplishing four distinct 
functions :- 



a) Dividing work into manageable segments. 

b) Recombining work logically or efficiently. 

c) Distributing power to co-ordinate work. 

d) Establishing lines of communication and the directive or non- 
directive nature of informatiomflow. 

In the words of F. Kast and S. Rosenweig " ~ t i c t u r e  is the established 
pattern of relationship among the components or parts of an 
organization." 

Generally, the formal structure refers to the following :- 

a) The organizational structure is based on pattern of relationships 
among the people working in an organisation. 

b) The organizational structure is also based on the duties and the 
positions of individuals and departments in the organization. 

c) Every organisation has a definite purpose or goal tb achieve. 

d) The formal organization structure of an organisation has two 
dimensions i.e. Horizontal and Vertical. Horizontal Dimension 
depicts the various departments. Vertical Dimensions depicts the 
hierarchy of authorityfrom the top level to the lower level. 

e) Organizational structure depicts the power status and hierarchical 
relationship within the organisation. I 

f) Organisational structure involves the planned and formalized 
policies, procedures and controls that guide the activities and 
relationships of the people in the organisation. 

Check Your Progress:- 

Q.l  Explain the meaning of organizational structure. 

7.3.1 Factors affecting organizational structure 

Two sets of factors affecting structure of an organisation are :- 
(A) Internal Contingency Factors:- 

(1) Goals:-Organisation may set the goals like production with quality 
or service with guarantee. To achieve various goals, the organisation 
may adopt flexibility, adaptability, technical superiority or efficiency 
as means to achieve them. 

(2) Organisation Size:- The structure also depends on size of the 
organisation. The small size leads to informal structure. As the 
organisation grcws in size, the activities tend to become more 
formalized. 



(3) Employee Characteristics :- Some employees prefer highly 
structured organisation while others do not prefer them. Especially, 
old prefer bureaucratic structure, while young with to raise their 
voices. They need to participate in decision making process. They 
also do not like rigidity in rules. 

(6) External Contingency Factors :-These includes - 

(1) Dependence on external forces :-Since organizations are open 
systems, they react to external environments. There are two different 
types of environments : - (i) General environment :- means population 
which is physical, socio-cultural, technological and economic in 
nature. They affectthe structure of organisation, (ii)Task environment 
:- suppliers, customers, competitors, government regulatory 
agencies, public pressure groups and the like form the environment 
which affect the structure. 

(2) Volatility of the environment :-The organisation can be very rigid 
to face change or can be flexible when change can be predictable. 
This means that to resist change, the organisation should be strict 
while to adopt change, it should be flexible. 

(3) Technology : In hi-technology units, structures should facilitate 
problem solving and risk taking. Other structures facilitate efficiency. 
With routine technology, there is more centralized control. 

Check Your Progress:- 

Q.l Explain the factors affecting organizational structure. 

7.4 Meanina of Oraanizational Process 

Louis Allen defines organisation as "the process of identifying and 
grouping of the work to be performed, defining and delegating 
responsibility and authority and establishing a pattern of relationship for 
the purpose of enabling people to work most effectively together in 
accomplishing objectives". 

In the words of Theo Haimann, " Organising is the process of defining 
and grouping of activities of enterprise and establishing the authority 
relationships among them. In performing the organizing function, the 
manager defines, departmentalizes and assigns activities so that they 
can be most effectively executed". 



The organizing process involves the following steps :- 

(a) Defining the organizational goals, 

(b) Determining activities to achieve the goals, 

(c) Grouping of activities into sections or departments, 

(d) Making arrangement of human and physical resources, 

(e) Assigning duties to individuals and departments, 

(f) Granting of authority to superiors, 

(g) Establishing superior and sub-ordinate relationships, 

(h) Providing a system of co-ordination to interlink the various activities 
of the organisation. 

Check Your Progress: 

Q.l Explain the meaning of organizational process. 

7.5 Classification I Types of Qrganisations 

Organisation structures take different forms. Broadly all the forms 
fit into one or two basic categories - Formal or Informal. A formal 
organisation has well-defined goals. There is the presence of superior - 
sub-ordinate relations. Informal organisation exist within the formal 
organization. Informal organisation is a network of personal and social 
relations existing within formal organisation. There are no definite goals. 
Again, there is no superior- sub-ordinate relations. 

Check Your Progress:- 

Q.l Explain the Types / Classification of organizations. 

7.6 Meanina and Definitions of Formal Qraanisation 

The modern industrialized, urbanized and civilized societies of the 
world consist of a large number of formal organizations. Due to the 
complexity in the growth of societies, the number and size of the formal 
organizations have increased. They are found in the economic, political, 
educational, industrial and other fields. 

Formal organizations represent those organizations which are 
characterized by a specific function, division of labour, a hierarchy of 



authority, rationality and a proper arrangement of statuses and role. They 
are carefully planned and systematically worked out. Examples : Banks, 
colleges, universities, factories, corporations, Government, Political 
parties, trade unions, courts, libraries, police, army, government offices, 
life insurance corporations, religious, cultural and other organizations. 

Definition of Formal Organisation :- 

According to Chester Bernard, "An organisation is 'formal' when 
the activities of two or more persons are consciously co-ordinated towards 
a common objective". 

Check Your Progress:- 

Q.l What do you mean by formal organization? Define formal organisation. 

7.6.1 Characteristics I Features of Formal 0rganisation:- 

(1) Aspecific function:- 

Formal organisation has its own specific function or functions. A 
University for example, has the main function of promoting education. 
But it may also promote the specific artistic, literary, athletic and other 
interests of the members. The principal function of the Church is religion. 
But it may also promote Charitable, ethical, athletic, recreational, 
educational, missionaryand other activities. Thus, the formal organisation 
may have it's 'latent' as well as 'manifest' functions. 

(2) Norms:- 

The formal organisation has its own norms or rules of social 
behaviour. Certain conduct is appropriate in a university classroom, a 
factory, an office, a department store, a hospital, a government bureau, a 
military unit and so on. Students and teachers, firemen and workers, vice- 
presidents and secretaries, managers and clerks, doctors and nurses 
and similar other members observe norms in their interaction. Formal 
organisation lays down procedure to be followed by the members. 

(3) Formal Organisation implies Statuses and Division of Labour:- 

Members of an organisation have different statuses. A bank for 
example, may have manager, a public relation officer, a field officer, a 
cashier, a few clerks, a few peons and so on. These statuses determine 
one's social relations with other members. Statuses imply division of 
labour. The division of labour is characteristic of all organizations and in a 
sense, Organisation is synonymous with the division of labour. Organized 



actions in a formal organisation are possible because of division of labour. 
It contributes to theefficiency of the organisation. Division of labour leads 
to specialization. The modern hospital, for example, may consist of a 
number of specialists like the Gynaecologists, pediatricians, surgeons, 
anesthetists, heartspecialists, urolagists, neurologists, psychiatrists and 
others working together, each one complementing the knowledge and 
skill of the others. 

(4) Authority :- 

The formal organisation creates authority. ~ h e r e  there is no 
organization, there is no authority, where there is no authority, there is no 
organisation. Authority is one of the most significant criterion of 
organisation. Authonty refers to the presence of oneor more power centres 
which control the concerted efforts of the organisation and direct them 
towards its goals. These power centres also must review continuously 
the organisation's performance and re-pattern its structure where 
necessary, to increase its efficiency. 

(5) Bureaucracy :- 

Bureaucracy refers to the administrative aspect of the formal 
organisation It refers to the arrangement of the organisation designed to 
carry out its day-to-day business. It is represented by a hierarchy of officials 
who are assigned different responsibilities and provided with different ' 
statuses and roles. Here, the roles are official roles. The role is enacted 
according to its corresponding official status. Status implies authority. 
Authority resides with the offices and not with the persons. 

(6) Rationality :- 

The formal organisation is based on rationality. The rationality of 
formal organizations has two sources : (i) "The predominance of rules 
that have been devised to help achieve definite results" and (ii) "The 
systematic reliance on knowledge in the operation of the organisation". 
"Knowledge" here means something more than the knowledge of the 
bureaucrat rules. For example, business firms depends upon the 
professional knowledge of a good number of technical experts such as 
lawyers, accountants, advertisers, scientists, engineers. Similarly hospitals 
depend upon medical doctors, nurses, pharmacists and many technicians. 

(7) Relative Performance :- 
The formal organizations are relatively permanent. Some 

organizations last for longer time while others perish within a short period 
of time. Relatively few organizations survive for generations such as the 
Roman Catholic Church. The Society of Jesus, The Bank of France, The 
Oxford University which have survived forgenerations. Comparatively, the 
business organizations are more flexible. Some organizations continue 



to function by aiming at the fulfillment of new goals even though their 
initial goals are fulfilled. 

(8) Tests of Membership :- 

It is easy to join some formal organizations and difficult to join others. 
All organizations require certain qualifications. All formal organizations 
without exception, in fact, are relatively closed. All of them have tests of 
membership. It is easy to join political party or an industry, but it is difficult 
to get into the army, the cabinet of the ruling party, etc. Membership in an 
organisation is almost always an achieved status, seldom merely an 
ascribed status. 

(9) Substitution of Personnel :- 

The unsatisfactory persons of the formal organisation can be 
removed and others assigned their tasks. The formal organisation can 
also recombine its personnel through transfer and promotion. 

(10) A name and other identifying Symbols :- 

Well established formal organizations have their own names and 
also symbols. The symbols of identification may be mottoes, slogans, 
signs, colours, ribbons, seals, trademarks and so on. These serve to 
distinguish one from the other. 

In sum, the important features of the formal organisation are ;- 

(a) Aformal organisation is a group of people working together towards 
objectives which mutually benefit the participants and the 
organisation. 

(b) Formal groups exist in all organizations. Such groups are created 
in order to carry out specific duties. 

(c) Formal groups are in the form of committees, task force, protect 
teams, etc. 

(d) Formal groups are given proper official status and operate as per 
certain rules and procedures. 

(e) In a formal organisation, the structure ofjobs and positions are clearly 
defined. Each job has definite measure of authority responsibility 
and accountability. 

Check Your Progress: 

Q. 1 Explain the characteristics I features of formal organisation. 



7.6.2. Importance of Formal Organisation Structure:- 

The structural features of a formal industrial organisation meet the 
following functional requirementsof the industry:- 

(1) Aim :- The first and foremost aim of any organisation is to make 

profit. This aim must be achieved in order to survive. 

(2) Technology :- In order to achieve this aim, industry must engage 
in a process of production which can produce materials most 
efficiently and economically. This technical process has certain 
characteristics which have greater significance:- 

(a) Co-ordination :-All industrial technical processes have highly co- 
ordinated systems. Raw materials must appear in the plant at proper 
time and be distributed to the proper areas, work must flow smoothly 
from one area to another, machines must work simultaneously, 
standard of work and of production must be maintained, customer 
must be supplied on time, services must be given satisfactorily. 

(b) Specialization :-The work is divided in such a way that each group 
is made responsible for a definite area of work. When people 
continuously do the same job, they become expert. 

(c) Specialized Knowledge :- Each individual or group must have 
authority over work as far as knowledge is concerned. This is 
necessary looking at the complexity of industrial system. The search 
for new products and the competition for changing the design. 
Changing technology e.g. computerization or increased automation 
requires people with great skill and also variety of skills. 

(d) Long range planning :-There is need for long range planning in 
order to compete successfully the market conditions. Financial 
capacity must be judged properly. 

(3) Training and development of employees :-New as well as old 
employees must be trained, motivated and supported in order to 
make them efficient and better. Human capacities must be 
recognized and properly utilized. 

(4) External environment :- Relations must be maintained with 
government and public. Customers must be satisfied. Union leaders 
should be convinced. Credit agencies orfinancial institutions must 
be kept in touch, market should be controlled. 

Check Your Progress:- 

(2.1 Explain the importance of formal organisation. 



7.6.3 Merits I Benefits o f  Formal Organisation Structure :- 
If the organisation process is carried out properly and the 

organisation structure is carefully designed, the following benefits would 
occur :- 

( I )  Available resources will be utilized in the most effective way. 

(2) Directional and operational goals and procedures will be determined 
clearly and energies devoted to their achievement. 

(3) An orderly hierarchy in which people are related in a meaningful 
sequence will result. Individual responsibilities will be known clearly 
and the authority to act would be defined. 

(4) Workers will benefit from planned superior sub-ordinate 
relationships in which each workers receives essential support and 
direction. 

(5) The activities of the individuals and the groups will become more 
rational, stable and predictable. 

(6) Such an organisation may make the treatment of the individual 
workers more democratic because patronage and favoritism are 
reduced. 

(7) Individuals will be selected on the basis of ability to perform expected 
tasks. Simplification and specification ofjob assignment is possible 
in a more effective way. 

Check Your Progress:- 

Q.l Explain the meritslbenefits of formal organisation structure. 

7.6.4 Drawbacks I Demerits I Limitations of Formal Organisation 
Structure :- 

( I )  Very often, the fixed relationships and lines of authority seem 
inflexible and difficult to adjust to meet changing needs. 

(2) Individual creativity and originality may be stifled by the rather rigid 
determination of duties and responsibilities. 

(3) Inter-personal communication may be slowed or stopped as a result 
of strict adherence to formal lines of communication. 

(4) Workers may become less willing to assume duties that are not 
formally a part of their original assignment. 

(5) Organisations tend to fail to account for important differences in 
workers as human beings. 



(6) They produce anxiety in individual workers by pressing too heavily 
for routine and conformity. 

(7) They become two costly in terms of time and human dignity in order 
to implement organizational rules and regulations. 

These drawbacks can be reduced through, careful planning and 
efforts by supervisors to be responsive to humah problems created by 
formal organizational structure. 

Check Your Progress:- 

Q.l Expla~n the demerits I limitations Idrawbacks of formal organisation 
structure. 

7.7 T v ~ e s  of Structure 

Line Organisation, Functional Organisation, Line - and - Staff 
organisation and Tall and Flat Organisation Structure. 

7.7.1 Meaning and definitions of Line Organisation:- 

Line organisation is the simple and oldest type of organization. 
Under this, each department is generally a complete self contained unit. 
A separate person will look after the activities of the department and he 
has full control over the department. This type of organisation is followed 
in the army on the same pattern. So it is called militaryorganisation. Under 
this type of organization, the line of authority flows from the top to bottom 
vertically. So it is called line organisation. Line organisation is also called 
as military or scalar organisation. 

According to Louis Allen, "Line refers to those positions and 
elements of the organisation, which have the responsibility and authority 
and are accountable for accomplishment of primary objectives". 

There are two kinds of Line Organisation :- 

(a) Pure Line Organisation :All the individuals perform the same type 
of work. i.e. all the workers may be engaged in a similar activity. 

(b) Departmental Line Organisation : There is a chief executive at the 
top. Under him, there are number of departments, each headed by 
a departmental manager. Even within a department, there may be 
several sub-departments or units carrying different task. 

Check Your Progress:- 

Q.1. What do you mean by Line Organisation. Define Line Organisation. 



7.7.1.(a) Characteristics I Features of Line Organisation:- 

(I) It consists of direct vertical relationship. 

(2) Authority flows from top level to bottom level. 

(3) Departmental heads are given full freedom to control their 
departments. 

(4) Each member knows from whom he would get orders and to whom 
he should give his orders. 

(5) Operation of this system is very easy. 

(6) Asenior member has direct command over his sub-ordinates. 

(7) Existence of direct relationship between superior and sub-ordinates. 

(8) The superiortakes decisions within the scope of his authority. 

Check Your Progress:- 

Q.l Explain the features / characteristics of Line Organisation. 

7.7.1 (b) Merits o f  Line Organisation:- 

(a) Simplicity : It is veryeasy to establish. The workers can understand 
the concept and relationship with others without any difficulty. 

(b) Division ofAuthority and Responsibility : Each person has his 
area of authority which is clearly explained to him. So he knows to 
whom he is responsible for doing the job. 

(c) Unity of Control :An individual can receive orders only from one 
superior. It means that a sub-ordinate is responsible only to one 
superior and he gets orders only from him. 

(d) Speedy Action : There is a proper division of authority and 
responsibility and unity of command. Hence, an individual can take 
decisions and execute the plans without any delay. 

(e) Discipline : The authority flows from top to bottom. Loyalty and 
discipline can be maintained among the employees of the 
organisation without much difficulty. 

(f) Economical : It is a single type of organization, it is economical. 

(g) Direct Communication : There is a direct relationship between 
the superior and the sub-ordinate at all levels of organisation. This 
will help to know each other intimately. 

(h) Flexibility : Adjustments in the organisation can be easily made to 
suit the changing conditions of the business. 



(i) No Buck-Passing : There are limited chances of shifting 
responsibility of failure on to others as authority and responsibility is 
clearly defined. 

Check Your Progress:- 

Q.l Explain the merits of Line Organisation. 

- 

7.7.1 .(c) Demerits I Limitations of Line Organisation:- 

(1) Lack of Specialization : Each person is responsible for the 
overall exhibition of activities relating to his department alone. He is not 
expected to be on expert in all aspects of managerial task. He simply 
gives instructions to his sub-ordinates and does not specialize in certain 
phases of operation. 

(2) Over Loading : Whenever the scale of operations or size of the 
business unit increases, this system gives over work to the existing 
executives. So they are not in a position to direct and co~tro l  the efforts of 
their sub-ordinates properly. 

(3) Lack of Initiative : Since maximum authority is invested with 
the top management, the departments will lose their initiative to motivate 
the sub-ordinates. 

(4) Scope for favouritism : Only one person controls the activities 
of the department when there is a scope for favoritism and nepotism. 

(5) Dictatorial : Under line organisation, a sub-ordinate should carry 
out the instructions and orders, which are given by the superior. If not, he 
will be penalized. This entails in autocratic and aristocratic approach in 
administration. So, managers will become dictators and not leaders. 

(6) Limited Communication : In normal time, the communication 
moves downwards but very rarely, it moves upwards. The downward 
communication may be orders, instructions, etc. The management may 
know the grievances of employees. But the top management does not 
prefer upward communication. So, it results in limited communication. 

(7) Unitary Administration : Asingle executive who takes all the 
decisions relating to his department look after each department's 
activities. Hence, the successful functioning of that department depends 
or; his abilities. 

(8) Subjective Approach : The degree of availability of authority is 
more to the superior than to the sub-ordinates. So the superior takes 



decision without considering the opinions of the sub-ordinates. The sub- 
ordinates should follow the decisions taken by the superior. 

(9) Instability : The success of this type of orga~isation depends 
mostly on the ability of only a few strong men and the failure of this 
organisation is likely due to the inability of the same persons. 

(10) Lack o f  Co-ordination : The co-ordination among the 
departmental heads is not easy to achieve. The reason is that the executive 
of a department does not consider other departments important. This will 
result in the lack of co-operation and team spirit. 

(11) Unsuitability for Large-Scale Enterprise : This type of line 
organisation is not suitable for a large-scale enterprise which requires 
specialization. 

(12) The business activities may be divided according to the will of 
the manager rather than according to any scientific plan. 

(13) The system has no means of appreciating the efficient worker 
and punishing of the inefficient worker. 

(14) Under line organisation, efficient persons are essential to the 
top management. Practically, it is very difficult to find efficient persons for 
small organisations. 

(15) The required time and efforts are insufficient for managerial 
planning, research and development and controlling activities of the 
organisation. 

Check Your Progress:- 

Q.1 Explain the demerits1 limitations of Line organisation. 

7.7.2 Meaning of Functional Organisation:- 

The functional structure is the most widely used form because of its 
simple logic and commonsense appeal. It is the basic building block of 
organisation. It is the module from which other forms are built. Here 
activities are grouped together by common function. It is commonly 
described as "Organizing work into related bundles of skill". Each 
functional unit has a dissimilar set of duties and responsibilities. In a 
university, functional structure would mean a set of departments like 
marketing, management, business economics, finance, etc. Thus, similar 
and related occupation specialities are grouped together. Functional 
structure tries to incorporate the positive aspects of specialization. The 
critically speaking, management is trying to create the most efficient 



department by having identifiable departments of specialists. 'This system 
of organisation was developed by F.W. Taylor around 1900. His main idea 
was that the direction of work must be decided by function and not by 
mere authority. 

Check Your Progress:- v 

(2.1 Explain the meaning of functional organisation. 

7.7.2.(a) Features I Characteristics of Functional organisation:- 

(1) Specialization by Function : Functional structure orients people 
towards a special activity. It helps people to concentrate competence in 
particular ways. 

(2) Sub-Goal emphasis : Functional structure compels 
departmental heads to concentrate on sub-unit goals. Departmental heads 
are judged based on howwell they meetthe standards, achieve the targets, 
etc. This leads to sub-unit goals emphasis. 

(3) Growth always pyramidal : Growth in a functional-structure is 
a process of horizontal and vertical elaboration. Wheh a new product is 
added to the existing product line, the added positions and departments 
are made part of the existingfunctional structure. Each function grows by 
adding layers to be the base of the pyramid and to the span of supervision 
and number of levels reporting to each manager within the functional 
pyramid. 

(4) Line-staff division :-Acleardistinction between line and staff 
activities is observed in all functional structures. Infact, functional 
organization is a modified form of line and staff structure. Line functions 
have direct responsibility for achieving the basic purpose of the 
organization. Staff functions play supportive role. Line commands, staff 
advises. 

(5) Functional Relationship:- Functional relationship subjects 
managers to multiple supervision. The process of departmentation can 
take place with all three types of authority: line, staff and functional. 
Functional authority is subordinate to line authority and is a way of relating 
specialists to work (the line) in the organization. Functional specialists 
are endowed with a limited scope of command authority. A personnel 
department (normally a staff department) is sometimes given line authority 
to recruit new personnel for other line departments (like production, 
finance). In the absence of this type of functional authority, the personnel 



department will be expected to send the prospective employees to the 
line department. 

(6) Centralization and decentralization:- One man heads up all 
of one kind of work. In a functional organization, authority is centralized to 
a great extent. As a result, co-ordination within function is simplified. 

(7) Span of control:- The span of management is limited in 
functional structure. As a result, they tend to be "tall" structure. Managers 
exercise close supervision and they rely on impersonal rules, producers 
to manage individuals in organization. 

Check your progress:- 

(2.1. Explain the featurelcharacteristics of functional organization. 

7.7.2 (b) AdvantageslMerits of functional organization:- 

(a) Facilitates specialization:- The functional organization permits 
specialization. This is because each executive look offer a specific 
function. The work in the organization is divided on the basis of functions. 
Therefore, there is division of work. This brings in accuracy, neatness 
and speed in work. 

(b) Mass production:- This is possible through schemes of 
standardization and specialization. Thus it can keep the economies of 
large scale production. 

(c) Facilitate Co-ordination:- It facilitates effective coordination. 
This is because each superior is in charge of particular function. Therefore, 
he can easily coordinate the activities of his subordinates as far as his 
function is concerned. 

(d) Reduced pressure of duties:- Unlike a line organization, 
functional organization reduces the burden of executives or supervisors 
as they need not perform diverse duties. 

(e) Effective supervision:- Under this system an executive as well 
as the foreman perform specific function. He is not unduly overloaded 
with varied duties. The specialist, therefore can concentrate on his 
specialized area and can effectively supervise the work of his 
subordinates. 

(f)Scopefor functional improvement:- Since the supervisor has 
to perform a specific function only, the repetitive nature of the function 
allows him to have thorough job analysis and hence there is scope for 
further improvement. 



g)Less need for generalists :-There is reduction in the need for 
all round employees at the non-supervisory level, as well as at the execu- 
tive level. 

h) Good quality of production:- the quality of production can be 
of high order, as there are experts (inspectors) to monitor the quality of 
production. 

i) Optimum use of resources :-In this type of organization, there 
is optimum use of resource. Every man, machine and materials are put to 
maximum use. 

j) Higher efficiency:- This type of organization may permit higher 
efficiency. This is because of specialization. Again there is timely mainte- 
nances and repair of machines. There is also maximum possible use of 
resources. 'Thus, there can be maximum returns at minimum costs. 

Check your progress:- 

Q.1. Explain the meritsladvantages of functional organization. 

7.7.2 (c) Demerits1 Disadvantages of Functional Organization. 

(1) No unit of command :-As each worker receives orders and in- 
structions from several bosses, he is responsible to several bosses 
rather than one boss. 

(2) Divided responsibility :-The system makes use of the principal 
of divided responsibility. This gives rise to duck-principal and it cre- 
ates the problems of pinpointing responsibility for unsatisfactory 
rescilts. 

(3) Conflict:- One supervisor's view point may not mach with that of 
another. One supervisor may be more approachable and person- 
able than the others. This may lead to conflict among foremen. 

(4) Unsuitable for non-manufacturing unit:- Experience has shown 
that this system is not suitable for non-manufacturing units. 

(5) Delay in decision-making :-There is considerable delay in deci- 
sion making involving all functions, as several foremen have to be 
contacted before arriving at a common decision. 

(6) Lack of opportunities fortraining:- It reduces the opportunities 
for the training of all round executives to ensure further leadership in 
the company. 



(7)  Difficulties o f  coordinating different functions:- Co-ordinating 
thevaried functions of several specialist become difficult. 

(8) Expensive:. Since it requires several foremen, the operating costs 
are more. 

(9) Separation of planning from doing:-It is always advisable to have 
close coordination between planning and doing but in functional 
organization, there is separation between the two. 

(1 0) Divided control:-In functional organization there is divided control 
and as such it may create problems of discipline and order. 

Check your progress:- 

(2.1 Explain the demeritsldisadvantages of functional organization. 

7.7.3 Line-and- staff organization: Meaning and Definition:- 

A structure having only line executives may be possible in a very 
small organization employing a few persons so that all levels are part of 
the chain of command. Large sized organization have such levels which 
are not part of the chain of command but perform a very useful role. Due 
to the complexities of modern business, the line executive seeks specialist 
opinion on a particular matter (s). These people, called staff personnel 
develop ideas and provide advice to line executives. This form of 
organization tries to retain the merits and to doaway with demerit of both 
the line and functional organization. This type combines the activities of 
line executives and that of staff or advisors. The line executives are the 
"doers" or commanders, whereas, the specialists are the "thinkers" or 
advisors. 

The staff concentrates their attention upon the research and planning 
aspects of business activities. While the line executives concentrate their 
attention upon the implementation of the policy matters. 

According to Louis Allen "Line refers to those positions and elements 
of the organization. Which have the responsibility and authority and are 
accountable for accomplishment of primary objectives. Staff elements 
are those which have responsibility and authority for providing advice and 
service to the line in attainment of objectives." 

The need for staff services is due to :- 

(a) The growth of large scale organization 

(b) Technological developments and 

(c) Continuous changes and uncertainties in business environment. 



There are three main types of staff:- 

.(I) Personal staff: Example of private secretary 

(2) Specialized staff: Such as financial advisors, research personnel, 
legal experts etc. 

(3) General staff: Example of assistant to genetal manager. 

Check your progress:- 

Q.1. Explain the meaning and define Line- and -staff organization. 

7.7.3 (a) Featureslcharacteristics of Line-and-staff organization:- 

(1) Planning and execution:- There are two aspects of 
administration in this organization viz, planning and execution. 

(2) Combining line and staff:- planning function is entrusted to 
staff specialists who are "thinkers" while execution function is given to line 
executives who are "doers". The staff is supportive to line. 

(3) Role of authority:-The line managers have authority to take 
decisions as they are concerned with actual productiog. The staff officers 
lack such authority. 

(4) Guidance from staff:-The staff provides guidance and advice 
to line executives when asked for. Moreover, the line executives may or 
may not act as per the guidance offered. 

(5) Exercising control:- The staff managers has authority over 
subordinates working in his department. 

(6) Scope for specialization:- There is wide scope for 
specialization in this organization as planning work is given to staff and 
execution work is given to line executive. 

(7) Possibility of conflicts:- Conflicts between line and staff 
executives are quite common in this organization but can be minimized 
through special measures. 

(8) Suitability:- Line and Staff organization structure is suitable to 
large-scale business. 

Check Your Progress:- 

Q.1. Explain the features/characteristics of Line-and staf f  organization. 



7.7.3 (b) AdvantagelMerits of Line and Staff 0rganization:- 

(1) It facilitates the workers to work faster and better. 

(2) Specialization is attained when the staff officers concentrate on 
planning the function and the line officers concentrate on execution 
function. 

(3) It enables the organization effectively to utilize the staff officer's 
experience and advice. 

(4) The line officers can take sound decision with the help of proper 
advice from the staff officers. 

(5) A new technology or a new procedure may be introduced in the 
organization without any dislocation. 

(6) A new variety of responsible jobs can be given to skilled workers. 

(7) The work of line officers would be reduced to some extent if they are 
relieved of the work of taking decisions. 

(8) It promotes the efficient functioning of the line officers. 

(9) The principle of unity of command is followed in the line and staff 
organization. Hence, the line officers can maintain discipline among 
the workers and exercise control over the workers. 

(10) Avery good opportunity is made available to the young persons to 
get training. 

Check Your Progress:- . 
Q.1. Explain the meritsladvantages of Line and staff organization:- 

7.7.3 (c) DemeritslDisadvantages of Line and Staff 0rganization:- 

(a) If the powers of authority pertaining to the line officers and staff 
officers are not clearly defined, there may arise confusion throughout 
the organization. 

(b) It is very difficult to control the line officers when they reject the advice 
of the staff officers. 

(c) The line officers may reject the advice without assigning any reasons 
for their action. 

(d) The staff officers may underestimate the authority of line officers. 
The reason is that they are superior to the line officers. 

(e) The staff officers are not involved in the actual implementation of 
the programme. So, it is not obligatory on their part to give advice 
with care and caution. 



(f) The staff officers are not responsible if favorable results are not 
obtained. 

(g) It requires the appointment of staff officers who are specialized in 
various areas. It increases the administrative expenses of the 
organization. 

(h) There is no authority to the staff officers to compel the line officers to 
accept and implement the advice given by them. 

(i) There is a communication gap between line officers and staff officers. 
It reduces the degree of co-operation between them. 

0) The differences of opinion between line officers and staff officers 
will defeat the very purpose of specialization. 

(k) The line officers may misunderstand the advice given by the staff 
officers and proper results can not be obtained. Sometimes, the 
staff officers can not give unambiguous advice to the line officers. 

(I) Line officers blame the staff officersfor unfavorable results and want 
to get rewardsfor favorable results. 

(m) Frequently, the line officers want to get advice from the staff officers 
not only on important matters, but also on ordinary matters. It reduces 
the effectiveness of control of line officers. 

Check Your Progress:- 

Q.? . Explain the demeritsldisadvantages of Line and Staff organization. 

7.7.4 Meaning and Definition of Tall organisation structure :- 
Span of control directly affects the number of managerial levels in 

any organisation. As such, it determines the organisation structure. Atall 
Structure is one in which spans of supervision are narrow, i.e. each 
supervisor directs the activities of, for example, only two, three or four 
persons, and the hierarchical levels are numerous (there may be as many 
as 7 or 8 rings on the organizational ladder). This type of organization 
structure makes close supervision possible and allows the supervisorto 
communicate with his immediate subordinate on a more constant basis. 

According to James Worthy, "Tall structure often results in over- 
specialization and over-functionalization of activities and job assignments. 
Individuals work under close, constant supervision, therefore, they may 
be exposed to undue pressure from the formal hierarchy, superior- 
subordinate relations are strained as a result of intense supervision and 
control." 



Check Your Progress:- 

Q.1. Explain the meaning of Tall Organization Structure. 

7.7.4 (a) AdvantageslMerits of Tall Organization:- 

(1) The quality of performance is likely to improve due to close 
supervision. 

(2) It develops better and closer superior subordinate relations. 

(3) Control and supervision becomes more easier and convenient. 

(4) Good discipline at all levels because of fewer subordinates. 

(5) There is less distortion in communication between superior and 
subordinates. 

(6) The manager gets more time to plan, and to organize future activities. 

(7) It encourages development of staff groups such as advisors. 

(8) The efforts of the subordinates can be easily co-ordinated as there 
are fewersubordinates at each leve!. 

Check Your Progress:- 

Q.1. Explain the merits of Tall Organization Structure:- 

7.7.4 (b) DemeritslDisadvantages of Tall Organization:- 

(1) It creates many levels of management. 

(2) There isoften delay and distortion in communication between levels. 

(3) It becomes difficult to co-ordinate activities of the various levels. 

(4) It is expensive as more number of supervisors/managers are required 
at each level. 

(5) Decisions and actions are delayed when it involves different levels. 

(6) There is strict supervision and as such subordinates lack freedom. 

(7) Superiors may become more dominating. 

(8) It is not suitable for routine and standardized activities. 
Check Your Progress:- 

Q.1. Explain the demerits/disadvantages of Tall Organization. 



7.7.5 Meaning of Flat Organization:- 

In flat organization, the span of control is usually large (sometimes 
as many as 30 or 40 people) and there are few management levels. There 
may be only three or four steps from the top of management to the bottom. 
Such organisation with wider span qf control and few ianagement levels 
is called as " Flat organization." 

Check Your Progress:- 

Q.1. Explain the meaning of Flat Organization. 

7.7.5(a) MeritslAdvantages of Flat 0rganization:- 

(1 ) Less Expensive:- It is less expensive as few managers are required, 
Therefore, there are less overheads. I 

(2) Quick action:- Quick action can be taken involving various levels in 
the organization. 

(3) Quick Communication:- There can be quick communication among, 
the various levels in the organization. 

(4) Co-ordination:- There can begood co-ordinatio; in undertaking the 
various activities among the various levels. 

(5) It creates fewer levels of management. 

(6) Subordinates are free from close and strict supewision and control. 

(7) It is more suitable for routine and standardized activities. 

(8) Superiors may not be too dominating because of more number of 
subordinates. 

Check Your Progress:- 

Q.1. Explain the merits/advantages of Flat organization. 

7.7.5 (b) DerneritslDisadvantages of Flat Organization:- 

(a) Loose Control:-There are chances of loose control as there may 
be more number of subordinates under one manager. 

(b) Problem of discipline:-The discipline in the organization may get 
affected due to loose control. 



(c) Superior -subordinate relations- The relations between the 
superiors and subordinates may get affected. Close and informal 
relations may not be possible. 

(d) Problem of team work:- Since there are several subordinates 
under one manager, there may be problems of team work. 

(e) It may create problems of co-ordination between the various 
subordinates. 

(f) It requires more ability and experience on the part of the superior to 
handle a large number of subordinates. 

(g) It may not be feasible for complex nature of activities. 

(h) The quality of performance may be affected. 
It is to be noted that now-a-days organizations tend to become more 

flatter due to:- 

(a) There is a need to reduce overheads. 

(b) Non-availability of competent managers. 

(c) Tendency to centralize certain important matters 

(d) Computerization in the organization. 

(e) Desire for uniform policies. 

(f) Professionalism in managing subordinates. 

Check Your Progress:- 

Q.1. Explain the demeritsldisadvantages of Flat organisation. 

- -  

Formal organization is created deliberately and consciously by the 
framers of the organization. It is hierarchical, pyramid shaped in the 
structure. It can be shown in the form of a chart. 

Various types of structures such as Line organization, Functional 
organization, Line-and-staff organization; &Tall and Flat organization have 
been discussed in detail in this unit. 

7.9 Glossary 

(1) 0rganizatjon:- is a process of achieving certain set of goals. 

(2) Formal organization:- It is structured on certain definite basis of legal 
norms and values. 



(3) Departmentalization:- It is dividing the work into several specific 
groups or departments. 

(4) Informal organization:- This structure is based on personal and 
informal relationships between and among the employee. 

(5) Tall organization:- Organization with narrow span of control and many 
levels of management. 

(6) Flat organization:- Organization with wider span of control and few 
management levels. 

7.10 Suggested Readings 

(1) P.Subba Rao :- Human Resource Management and Industrial 
Reltions. 

(2) Mamoria and Gankar :- Personnel Management 

(3) Kale and Ahmed :-Management and Human Resource Development 

(4) K. Aswathappa:- Organizaional Behaviour 

(5) stephen R. Robbins:- Organizational Behaviour 

7.1 1 Question Pattern 

Q.1. What do you mean by organizational structure. Explain thefeatures, 
merits and demerits of Formal organization. 

Q.2. Explain thefeatures, advantages and disadvantages of Functional 
Organization and Line Organization 

Q.3 Write a brief note on Line and Staff Organization? 

Q.4 Differentiate between Tall and Flat Organization? 
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8.1 6 Question Pattem 

8.0 objectives 

(1 ) To enable the student to understand the meaning and importance of 
Informal organization. 

(2) To facilitate the students to understand the difference between formal 
and lnformal organization. 

8.1 lntroduction 

lnformal organization is the structure which does not possess any 
official position, It is a small group where members on their own develop 



primary, face to face relationships. These structures growwithin the formal 
organization. Such groups provides satisfaction to the members, they 
have their own norms, have separate status and style of working. lnformal 
organization serves as a source of protection against threatening 
oppressive forces. It helps its merJlbers to find ~olut'ion to mutual and 
personal problems. 

8.2 Meaning and Definitions of Informal Organization 

No business, however, operates completely by :thebook." In a real 
business setting, the relationship that actually exists amongst the 
employees does not follow formal lines. Employees in one department 
know those in other departments. They may need information about the 
actsof indiscipline in a particular department or some advice on delicate 
matters regarding the handling of jobs etc. The associations of persons, 
in such cases, come under "lnformal organizations". These associations 
may be among employees on the same level of the hierarchy or on different 
levels. They may even cross unit or plant lines. 

An informal organization is any joint personal activity without 
conscious joint purpose although it may contribute to joint results. The 
informal organization can be viewed as a shadow organization. It arises 
naturally, spontaneously from the interaction of people. It refers to unofficial 
and unauthorized relationships that inevitably occur between individuals 
and groups within the formal organization. 

lnformal organization exist within the confines of the formal authority 
structure. The informal organization consists of a group of people who 
relate to each other spontaneously for various purposes of mutual benefit 
and achievement. IT is a primary source for information and furtherance 
of social ties. It provides members with useful information and knowledge 
(though the grapevine) which may supplement or complement formal 
communication. It also serves as a source of protection against 
threatening, oppressive forces. It helps its members to find solutions to 
mutual and personal problems. 

The interactions that occur informally are neither prescribed by the 
formal structure nor can they be completely controlled by formal authority. 
The informal group sometimes act in support of formal goals and objectives 
but it is equally capable of opposing formal guidelines. 

lnformal organization can not be shown by charts or manuals, nor 
can it be established by top management. There is no formal purpose for 
this type of relationship. It is based on personal attitudes, likes and dislikes 
etc. 



lnformal relations can exist between the superior and subordinates. 
An informal organization provides sccial satisfaction to group members. 
It is the best means of human communication. The grapevine is the channel 
of informal communication. lnformal organization exerts great influence 
on the morale of the person. Since, morale and productivity are bound to 
influence group attitudes and behaviour; management can not ignore these 
social organizations. 

In the words of Keith Davis, "lnformal organization is a network of 
personal and social relations not established or required by the formal 
organization but arising spontaneously as people associate with one 
another." 

lnformal organization is the structure which does not possess any 
official position. It is a small group where members on their own develop 
primary, face to face relationships. These structures growwithin the formal 
organization. Such groups provide satisfaction to the members; they have 
their own norms, have separate status and style of working. 

Check your progress:- 

Q.1. Explain the meaning of lnformal Organization. 

8.3 CharacteristicslFeatures of lnformal Organization 

(1) It is unwritten and develops unconsciously. 

(2) It is not governed by any established rules. 

(3) It exists within a formal organization. 

(4) It uses grapevine as a means of communication. 

(5) It brings people together to realize common interests 

(6) It helps to develop close relationship within the group through 
personal and social ties. 

(7) lnformal organization forms its own norms and the members follow 
them. 

(8) There is informal leader who leads the group and supervises its 
activities. 

(9) The members feel free to express themselves and thus reconfirms 
the sense of security. 

(1 0) The members, though loyal to their informal group, do not go against 
the formal organization. 



(1 1 ) The members encourage each other and indirectly contribute to their 
personality development. 

(12) The informal organization does not have any prescribed rules to 
follow but members see that the set norms are obeyed. 

Check your Progress:- 

Q.1. Explain the features/characteristics of Informal Organization. 

8.4 Reasons for the Emergence of Informal 

Organization 

Basically, the informal organization emerges because the formal 
structure does not satisfy all employee and organizational needs. Formal 
organization fails to describe the dynamic relationships between members 
in the organization. Informal relationships develop within any formal 
structure and managers do not have a choice. It is important for the 
managers to understand the informal organization and channel its energies 
toward organizational goals. The informal organization presents many 
opportunities for motivating employees, resolving conflicts and creating 
worker satisfaction. 

(1) Psychological Fatigue of routine tasks:- 

Simple and routine tasks in the office and in the factory can have an 
undesirable influence on the workers. Under such conditions, personnel 
can become bored by their tasks and indifferent to their work and may 
experience psychological fatigure, unable to relate theirjobs to final output, 
workers suffer from feelings of meaninglessness, workers also feel 
powerless to control factors within the environment. Under such distasteful 
conditions, informal relations in the organizations serve to preserve the 
organization from the self destruction that would result from literal 
obedience to formal policies, rules, regulations and procedures. Informal 
organization fill the psychological void/vacuum created by dull, boring 
and monotonous jobs. It has the capacity to overcome deficiencies built 
into the formal structure. 

(2) Desire to Socialize with others:- 

Most people like to socialize in order to satisfy more of their social 
and ego needs on the jobs. Informal organization provides social 
satisfaction. Affiliation with the informal groups is more than just friendship, 
it is a sense of belonging. It gives a man recognition, status and future 



opportunity to relate to others. Informal organization acts like a 'Safety 
Valve'to release daily tensions and frustrations on theirjobs. The informal 
organization will lend a sympathetic ear to their troubles and will give an 
opportunity to ventilate their grievances. 

(3) Source of Protection:- 

lnformal organization offers a powerful protection against threatening 
and oppressive forces. lnformal organization increases the feeling of 
security, it restores some internal and external human values lost because 
of efforts to achieve efficiency by oversimplifying work. Informal 
organization serves as balancing functions by giving satisfaction to 
individual members that the formal structure can not give. It also assures 
members a reasonable degree of stability in their interpersonal 
relationship. In an informal organization, the rules for behavior are set by 
the members not by the management. 

Check your progress:- 

Q.1. Explain the reasonsforthe emergence of informal organization. 

8.5 Importance of lnformal organization 

The results of various studies indicate the following importance 
of the informal groups:- 

(a) Informal group dynamics are important. 

(b) lnformal group norms would develop which could undermine formal 
working relations. 

(c) lnformal group norms developed over what was to count as an 
acceptable day's work despite what management thought. 

(d) Such informal group norms were important to the workers even to 
the extent that an individual worker might refuse promotion if it meant 
leaving the group. 

(e) If management takes an interest in the workforce and allows them 
some control over their environment then the work force would feel 
less alienated from the work place. 

(f) Where norms of cooperation and high output are established 
because of a feeling of importance, physical conditions may have 
little impact. 

lnformal group play a significant role in the dynamics of organizational 
behaviour. The major difference between formal and informal groups is 



that the formal group has officially prescribed goals and relationships, 
whereas the informal one does not. The two types of groups co-exit and 
are inseparable. Every formal organizations has infonnal groups, and every 
informal organization eventually evolves some semblancefoformal groups. 
Both the groups grow sim~lataneou~sly. 

Check Your Progress:- 

Q.1. Explain the importance of Informal Organization. 

8.6 Functions of Informal Groups 

(1) Relief from monotony, boredom and fatigue:- ' 

An important function of the informal group is to mitigate the harsh 
routine, discipline and consequent boredom ark fatigue which arise from 
the nature of industrial production. 

(2) Opportunities for Status:- 

The informal group may provide alternative roads to the acquisition 
of status (higher status) than could be secured through the formal structure. 
The informal group provides opportunities for acquiring and increasing 
prestige in an informal hierarchy of status as to alter the formal definition 
of status in the industrial bureaucracy in their own favour. Thus, it relieves 
strain in the worker. 

(3) Increased flow of emotional responses:- 

On the one hand, the informal group brings together workers who 
are congenial in character and solidifies relationships between those who 
occupy adjacent places in the productive processes or who must work 
together at a common task. On the other hand, the informal group increases 
emotional response by increasing the rate of interaction of the workers 
who are grouped together. The group provides channels for a flow of 
conversation, the exchange of ideas, the communication of attitudes and 
the sharing of values. Thus, it serves to mitigate the affective neutrality 
and universalism of the worker's role; it provides an alternative outlet to 
an aspect of the worker's personality for which there is no need or room 
in an industrial bureaucracy. 

(4) Opportunity for independence:- 

Some informal groups provide the workingmen with opportunity for 
independence and spontaneity. In many cases, it increases the worker's 
freedom and independence of bureaucratic discipline. The informal group 



often furnishes the illusion of independence rather than genuine 
independence. Thus, we can say that the informal group is more important 
as a symptom of the strivings of the worker than as an answer to those 
striving. 

(5) Increased Security:- 

The majorfunction of the informal group is the attainment of economic 
security in the face of the double threat arising from technological change 
and fluctuation in the business cycle. lnformal group is very much concerned 
with the maintenance of security. The function of the informal group is to 
discipline its members into compliance with the management's goals. 
Membership in an informal group usually ensures compliance with the 
informal standards. 

In sum, the main functions of informal organization are as follows: 

(a) It reinforces each member's individual personality. 

(b) It protects one another from authoritative action. 

(c) It provides opportunity to display creativity. 

(d) It reduces the burden of supervision. 

(e) It provides feedback to the managers. 

Check your Progree:- 

Q.1. Explain the functions of lnformal Organization. 

8.7 AdvantaaeslBenefitslMerits of lnformal Orsanization 

The values of the informal organization which can make a great 
countribution to organizational effectiveness are outlined below: 

(1) Benefits to work groups 

The informal organization protects the individual against arbitrary 
treatment by management against harsh work environment. The informal 
structure counteracts the cold and inhuman qualities of the formal structure 
by providing a means for developing friendships and being accepted by 
fellow workers. It provides satisfaction and stability to work groups. 

(2) Supports formal structure 

The formal structure is viewed as one side of the "organization coin" 
while the informal structure is viewed as the other. The informal organization 
helps the formal organization in many ways and without its support the 
formal structure would be like a "house built on sand." lnformal systems 



"blend with formal systems to make a workable system for getting the 
work done." Formal plans and policies can not meet every problem in a 
dynamic situation because they are pre-established and partly flexible. 
Some requirements can be met better by informal relations, which can be 
flexible and spontaneous. 

(3) Useful Communication device:- 

The informal organization provides the management with an 
additional channel of communication in the form of 'grapevine'. By utilizing 
the grapevine within the formal structure, management can transmit 
employees accurate and useful information quickly. 

(4) Compensates for managerial limitations;- 

The informal organization can fill in the managerial gaps by 
educating people howto really perform the task. 

In sum, the main benefits of informal organization are:- 

(a) Workers work more and hence productivity increases 

(b) Workers show support to the organizations 

(c) Workers can be better controlled. 

(d) Workers show loyalty. 

(e) Workers become sincere and usually do more work than the quota 
as fixed by the management. 

(9 Informal organization provides relief, happiness and enjoyment of 
life to the workers. They find their work more meaningful. 

(g) Informal organization provides security to the workers. 

Check your progress:- 

Q.1. Explain the merits/benefits/advantages of informal organization. 

8.8 LimitationslDemerits sf Informal Organization 

(1) Works counter to organization objectives:- 

Informal relationships can be employed to pressurize employees 
and restrict their output., exhibit a disinterest in organizational policies 
and procedures, cause insubordination, and in general, promote 
unauthorized actions thatwork counter to the formal organizations. 

(2)Conformity:- 

Informal organization exerts strong pressures for conformity. 
Conformity can make group members reluctant to act independently, 



creatively or assertively, for fear of losing group approval and membership. 
Sometimes, informal group leaders manipulate the group toward 
undesirable needs. They may force members to restrict output, to exceed 
the time limit for coffee break, to indulge in intolerable activities taxing the 
patience of the management. In this fashion, the informal group can 
become "an instrument of neurotic sowers of conflict or non-responsible 
rattle-rousers using the group for their own selfish ends." 

(3) Social Costs:- 

Informal organization undoubtedly, is a safety valve for the frustrations 
and other emotional problems of workgroup. Studies have also noted the 
view that social interaction by alleviating monotony on the job may actually 
contribute to production. But this is true up to a certain point. Allowing 
informal groups to engage in gossiping, Joke telling and general horse 
play or idle conversation that satisfy some of the member's social needs 
results in higher operating costs. 
(4) Rumours:- 

Quite often, grapevine is susceptible for use in spreading destructive, 
distorted, inaccurate and incomplete information cutting across 
organizational lines with tremendous speed. Where the formal 
communication system is poor, such rumours prosper. When employees 
are not kept informed on matters that directly affect them, they may transmit 
incorrect information that undermines morale or leads people to make 
poor and mediocre decisions. 

(5) Resistance to change:- 

Every group promotes certain cultural values, norms which it 
considers desirable. In course of time, members zealously guard these 
values resulting in a perpetuation of the status quo. Any intended change 
by the management forcing alteration of shared values, real or perceived 
is vehemently resisted. If the member perceive that a layoff is imminent 
consequent to the introduction of such policies like rationalization 
automation, computers etc., they try to stand like a rock resisting such 
changes with all their might."Perception of threats are just as real in the 
formation and solidifications of an informal organization as an actual threat. 
In sum, the main limitations of Informal organization are:- 

(a) It puts up resistance to change. 

(bj It spreads rumours through grapevine. 

(c) It may use the group as a protective shield against the management 

(d) It may wipe out individual identity because group dominates. 

Check Your Progress:- 

Q.1. Explain the limitations/demerits of informal organizations 



8.9 Norms and Roles in Informal Groups 

Norms are the rules of behavior. They are prescriptions for 
acceptable behaviour determined by the group. Normswill be strongly , 
enforced by work groups if they:- 

r 

(a) Aid in group survival and provision of benefits. 

(b) Simplify or make predictable the behaviour expected of group 
members. 

(c) Help the group avoid embarrassing interpersonal p'roblems. 

(d) Express the central values or goals of the group and classify what 
is particular about the group's identity. 

Role of Informal group Members:- 

A role consists of a pattern of norms, the use of the term in 
organization is directly related to its theoretical use. Arole is a position 
that can be acted out by an individual. 

Informal roles varywidely and are highly volatile. The same person 
may have one role in one situation and different role in another situation. 

Team work:- With increasing importance of teams in today's 
organizations, there is increasing recognization given to the informal team 
member roles. There are four such roles:- 

I 

(1) Contributor:-The role occupant provides information and data, is 
always prepared and pushes the team to set high performance 
goals. 

(2) Collaborator :-This team member focuses on the 'big picture.' He 
or she tries to remind others of the vision, mission or goal of the 
team but is flexible and open to new ideas, is willing to work outside 
the defined role, and is willing to share the glory with other team 
members. 

(3) Communicator:- This positive oriented team member is process 
driven and is an effective listener. He or she plays the role of 
facilitator, conflict resolving, consensus building, and building an 
informal relaxed atmosphere. 

(4) Challenger:- Known for criticizing or disagreeing with the leader 
or higher authority, this member questionsthe team's goals, methods 
and even ethics. He encourages well conceived risk taking. 

Check your Progress:- 

(2.1. Discuss the norms and roles in informal groups. 



8.10 Managing the Informal Organization 
The informal organization is an unintended complement to the 

organization. It emerges on its own without conscious intent as natural 
and human consequence of the host task organization. It is an inevitable 
part of organizational life. Like it or not, managers must understand that 
the informal organization existsand can not be worked away, banished 
or outlawed. Attempts to disperse with it without understanding its causes 
and processes can lead to harmful consequences. As such the manager 
must learn to accept it, deal with it and integrate it with the formal 
organization. In dealing with informal organization, msnagers should be 
careful not to transgress the informal system resulting in reactive behaviour 
that blocksformal goals. He must recognize and respect the values, beliefs, 
norms and loyalties of the group and operate accordingly. 

More specifically, a manager should :- 

(a) Let employees know that he accepts and understands informal 
organization 

(b) Consider possible influence on informal system when taking action. 

(c) Integrate the interests of informal groups with those of the formal 
organizations. 

(d) Keep formal activities from unnecessarily threatening informal 
organization in general. 

Check Your Progress:- 

Q.1. Write a brief note an managing the informal organization. 

8.11 Formal Organization Vs. Informal Organization ; 

Or Distinction between Formal and Informal 

Organization 

(1) Formal organization is crated by top management deliberately and 
consciously. It is a prescribed structure. 

Informal organization develops by social forces existing within the 
formal organization. It is a natural and spontaneous formation. 

(2) Formal organization can be Shown through organization charts. 
lnformal organization can not be shown through organization charts. 

(3) In formal organization, the superior subordinate relationship is clearly 
defined. 



In lnformal organization, the superior subordinate relationship is 
absent. 

(4) In formal organization, Communication is normally through formal 
channels. 

In lnformal organization, communication is normally through 
grapevine. 

(5) Formal organization is suitable to large business enterprises. 

lnformal organization is suitable to small business enterprises 

(6) Formal organization operate as per rules, systems and procedures. 

lnformal organization operate as per informal understanding and 
conventions. 

(7) Formal organization isa stable type of organization structure. 

There is no stability to informal organization. 

(8) Formal organization exists and operates independently. 

lnformal organization exists and operates within a formal 
organization. 

(9) In formal organization, the members get authority through delegation 
or due to their official position. 

In informal organization, some rnernbers may command more 
authority by virtue of their personal qualities. 

(10) In formal organization, rewards are monetary and non-monetary 
whereas punishment is for breaking rules.ln lnformal organization, 
reward is continuation of group membership whereas punishment 
may be removal from the group. 

(11) Formal organization is built around jobs. 

Informal organization is built around people and their roles. 

(12) Formal groups may be terminated by organizational process or 
automatically when formed for specific purpose or period. 

Informal groups are difficult to terminate by organizational process. 
They may be terminated automatically when the relationships become 
sour. 

Check Your Progress:- 
Q.1. Distinguish between formal organization and informal organization. 



8.12 Harmonizing Formal and lnformal Organization 
Both formal and informal organizations are necessary for a large 

enterprise. The management can communicate quickly through the 
grapevine within the informal structure. It is advisable that management 
integrates both these organizations in order to attain corporate goals. 
Formal and lnformal organizations are interdependent aspects of social 
interaction. Both can be reconciled and used profitably. A formal 
organization should be designed in such a way that informal groups 
through their leaders are closely associated in the decision making 
process. The groups not only influence decision-making but they also 
contribute to its implementation. Since informal organizations can not be 
eradicated, managers should make them work for the accomplishment 
of the common goals by taking the following steps:- 

(1) lnformal relation, which serve the company well, should be 
incorporated into the formal structure. 

(2) The acceptanceof informal groups by the management. 

(3) Some form of feedback from informal organization must be 
established. 

(4) In designing a formal organization structure, the 'team' concept 
should be adopted. 

(5) The management may accept informal leader into formal authority. 

Check Your Progress: 

Q.1. Write a brief note on harmonizing formal and informal organization. 

8.13 Summary 

lnformal organization is based on informal, primary, face to face and 
direct relationship between the co-workers unlike the cold, formal and 
secondary relationship of the formal structure. It is created because of the 
operation of socio-psychological forces at the workplace. It tends to be 
small in size. There are no rigid behaviour norms as people freely exchange 
ideas and feeling. lnformal relations which serve the company well should 
be incorporated into the formal structure. 

Both formal and informal organizations are necessary for a large 
enterprise. Management should integrate both these organizations in 
order to attain corporate goals. 



8.14 Glossary 

(1) lnformal Group :-The group having personal, face to face, direct 
and sentimental relationships. 

(2) Primary Group :-The group which is close and intimate. 
T 

(3) Human Relations:-An Approach to consider employees as, human 
beings with own desires, motives, feelings and views. 

(4) Formal Organization:- It is structured on certain definite basis of legal 
norms and values. 

(5) lnformal Organization :-This structure is based on personal and 
informal relationships between and among the employees. 

8.1 5 Suggested Readings 

(1) P.Subba Rao - Human Resources Management'and Industrial 
Relations. 

(2) E.V.Schneider- Industrial Sociology. 

(3) Mamoria and Gankar- Personnel Management. 

(4) K. Aswathappa - Organizational Behaviour. 

(5) A.M. Sarma - Personnel and Human Resource Management. 
I 

8.16 Question Pattern 

Q.1. What do you mean by lnformal organization? Explain its 
characteristics and importance. 

Q.2. Explain the reasonsforthe emergence of informal organization 

Q.3. Distinguish between Formal and lnformal organization. 

Q.4. Explain the advantages and limitations of informal organization 



Topic 5 organizational Culture 

Unit No. 9 

Meaning and Role of Organizational 
Culture and Climate 

Unit Structure 

9.0 Objectives 
- . . . . . . 
9.1 lntroductlon 

9.2 Meaning and Definitions of Organizational Culture 

9.3 Features of Organizational Culture 

9.4 Levels of Organizational Culture 

9.5 Functions of Organizational Culture 

9.6 How is Organizational Culture created? 

9.7 How Culture affects work? 

9.8 Importance of Organizational Culture 

9.9 Impact of Organizational Culture 

9.10 Meaning and Definition of Organizational Climate 

9.11 Factors affecting Organizational Climate 

9.12 Summary 

9. 13 Glossary 

9.14 Suggested Readings 

9.1 5 Question Pattern 

9.0 Objectives 

1 . lntroduce concepts of organizational culture and climate to students. 

2. To study the meaning and features of organizational culture. 

3. lntroduce the levels of organizational culture. 

4. To study the functions of organizational culture. 

5. Awareness about how work culture develops. 

6. To study meaning and definition of organizational climate. 

7. To study factors affecting organizational climate. 



9.1 Introduction 

Students of sociology are interested in the study of organizational 
culture and climate. Culture and climate are similar as well as dissimilar, 
because culture is related with human activities, whereas, climate is 
operational activity related with the environment. Both of them are important 
factors for the peaceful and harmonious existence of human life on the 
earth. Culture shows human activities and climate shows the convenience 
of human beings to workand live happily. So the subject of organizational 
culture and climate is important. 

9.2 Meaning and Definitions of Organizational Culture 

The concept of culture is broad one. According to British 
anthropologist Edward B.Tylor, culture is "a complex whole, which includes 
art, religion, science, order, law, morality and any other capabilities 
acquired by man as a member of the society." 

B. Malinowski another anthropologist says that "culture is the creation 
of man." 

The word culture is derived from 'cultra' which means 'doing 
something'. In otherwords, man has many activities in his life. All activities 
are depending on organizational skill. The human organizational skill is 
developed through culture. So Pitirim Sorokin called culture as a super 
organic phenomenon. Culture expressed in terms of social-facts, artifacts 
and mentifacts. 

The term organizational culture is borrowed from wider experience 
of many individuals in daily life. Culture differs from society to society, 
nation to nation. So also organizational cultures differs from firm to firm, 
society to society. Peoples' life style, economic and political, social 
organizational activities are affected by the culture. 

Thefollowing are some of the important definitions of organizational culture. 

1) Edgar Schein defines organizational culture as"a pattern of basic 
assumptions invented, discovered, or developed by a given group 
as it learns to cope with its problems of external adoption and internal 
integration that has worked well enough to be considered valuable 
and, therefore, to be taught to new members as the correct way to 
perceive, think and feel in relation to these problems." 

2) Turnstall defined organizational culture as "a general constellation 
of beliefs, morals, value systems, behavioral norms, and ways of 
doing business that are unique to each corporation." 

3)  According to Joanne Martin organizational culture is "that individuals 
come into contactwith organizations, they come in contact with dress 



norms, stores, people tell about what goes on, the organization's 
formal rules and procedures, its formal codes of behavior, rituals, 
tasks, pay systems, jargon and jokes only understood by insiders, 
and so on. These elements are some of the manifestations of 
organizational culture." 

4) Smircich defines organizational culture as "a fairly stable set of taken- 
for-granted assumptions, shared beliefs, meanings, and values that 
bring forth a new way of understanding of organizational life." 

5) According to Denison, organizational culture refers to "the set of 
values, beliefs, and behaviour patterns that form the core identity of 
an organization." 

6) O'Reilly says that "organizational culture is the set of assumptions, 
beliefs, values and norms that are shared by organization's 
members." 

7) According to Stephen P. Robbins organizational culture is a relatively 
uniform perception held by the organization, it has common 
characteristics, it is descriptive," it can distinguish between one 
organization to another and it integrates individual, groups and 
organizational system variables." 

8) According to Becker "organizational culture refers to a system of 
shared meaning held by members that distinguishes the organization 
from other organizations." 

From the above definitions we can make out that organizational 
culture is containing experiences, values, common beliefs, external and 
internal behavior of the people involved in the organization. Organizational 
culture is unique and set a standard to the organizations. It is heart and 
mind of the organization. It is pervaded everywhere all the time in the 
organization. 

Check your progress :- 

Q.1 .Define the term organizational culture. 

9.3 Features of Organizational Culture 

The following are important features of the organizational culture. 

1) Universal: Organizational culture is found universally everywhere 
where people live and work. Organizational culture is work oriented 
culture. It is a system where people have been systematically 



engaged in various productive units. It reflects in all human activities. 
Organizational culture expresses various work styles, agricultural, 
industrial, and all activities of men in daily life. 

It is learned and shared behaviour: Organizational Culture is 
learned one. It is not a gift, bqt a result where ail people live, work 
and enjoys life. Organizational culture is shared between individuals. 
It is shared in the form education, art, literature, discoveries and 
inventions. Customs, traditions, laws which are imitated and shared. 

Passed on from generation to generation: Organizational culture 
is passed on from generation to generation. It is dynamic and 
continuously changing from inferiorto superior, and better to the best. 
However, there is a vertical and horizontal change in organizational 
culture due to many changes in human resources and capabilities. 
However, traditional family occupations are changing now, since 
generations they were engaged in family works. lndu'strial revolution, 
science and technology and economic dqvelopment is responsible 
for discontinuing family works. A barber's son has not remained as 
a barber; a carpenter's son has not remained as a carpenter. 
Individual talent and skill has become very important. Thus 
organizational culture is varied. 

Innovation and risk-taking: Some organizations are more 
interested in taking risk and encourage employees for new 
innovations. 

Attention to  more detail: In some organizations employees give 
more attention to clarity, perfectness etc. Micro and macro level 
observations are important. Some bosses are very particular about 
cleanliness, discipline, and punctuality. So they keenly observe all 
details. 

Team Orientation: Organizational work is a team work. So team 
orientation is more important which helps for all time success. 

Stability: In the modern world many organizations prefer growth 
and development to maintain the status quo. So such organizations 
have their own strategies. Many organizations have stable 
philosophy, ideology and values, expectations etc. and they strictly 
stick to them 

Management support : There are many managements support 
each and every worker. They have their clear aims and aspirations 
and expectations from every worker. So employer support is very 
important. 

People orientation : In some organizations, people are more 
focused and the effect of outcomes on people is given more 
importance while making decisions. 



10) Aggressiveness :The organization may have aggressive people 
i.e. believing in fighting rather than in adjustment. 

11) Individual Initiative: Some employees are more responsible, free 
and independent than others. 

12) Risk tolerance : The degree to which employees are motivated to 
be aggressive, innovative and risk seeking . 

13) Integration : The degree to which units within the organisaton are 
encouraged to operate in a coordinated manner. 

14) Reward System : The degree to which reward allocation are based 
on performance or age. 

15) Conflict tolerance: Sometimes employees are critical and discuss 
openly the limitations of the organization. 

16) Communication pattern: At times management is very formal but 
in some organizations they are free to be approached and easily 
communicable. 

Checkyour progress :- 

Q.1. Explain the features of organizational culture. 

9.4 Levels of Organizational Culture 

Edgar Schein has suggested the following three levels of 
organizational culture. 

1) Observable artifacts of culture 

2) Shared values 

3) Common assumptions 

To understand more about organization's culture there is a need to 
study different levels of culture suggested by different thinkers. 

1) The following are observable facts of the organizational culture: 

a) Observable role models: Culture in any organization shows 
the behaviour of all members. But the leadership qualities of top 
management influence on other employees. These leaders become role 
models and a personification of an organization's culture. They represent 
what the company stands for and reinforce the values of the culture. 
Modeled behavior is a powerful learning tool and such cultural aspects 
permeate throughout the entire organization. 



b) Ceremonies and rites: Ceremonies and rites reflect culture and 
various repeated activities on important occasions. Works and 
achievements are recognized. Colleges and universities distribute 
degrees and diplomas.-In the similar way, companies organize picnics, 
retirement dinner parties and entertainment programs to encourage inter- 
personal communication and togetherness and bring about a common 
cultural bondage. 

Award and reward ceremonies are organized to exhibit the unity 
and integrity of the organization. Such ceremonies encourage workers to 
work honestly and efficiently. 

Similarly, festivals and traditional activities create opportunity to 
manufacture goods as required. For example, Ganesh Chaturthi, Rakhi 
Pournima, Holi, Deserra, Dipawali attract industries to manufacture 
Rakhis, colors, sweets, textile goods, ready made dresses etc. In other 
words ceremonies bring a greater change in business organizations and 
they modify and refresh organizational culture from time to time. 

c) Cultural Symbols: Symbols are unspoken messages. They are 
in terms of pictures and signs. Companies arrange chambers, passages, 
meeting rooms, function halls, seminar halls and adopt dress codes, name 
plates. Status quo is maintained for different authorities. So the Director's 
Chamber is separate, manager' office, general office, various 
departments and offices are maintained. All workers have to wear uniforms, 
buttons on jackets. The best examples are Rotary Clubs, and Lions Clubs, 
L & T, Gcdrej, Army, Navy, Air-force, Parliament, Court etc. Even company 
buses and tnrcks are labeled and designated with name of the organization. 

2) Shared Values: 

Without values culture is meaningless. Values and morals are 
shared. Ideas, ideals and ideologies are shared with everyone. Values 
are consisting of beliefs. There are two types of values. One is instrumental 
value where the behaviour is appropriate irrespective of the result. The 
other one is terminal. In this case tangible objectives are important than 
the intangible objectives. 

Values are emotionally charged priorities. These are learned while 
socialization through family environment, upbringing and religious 
influences. Values are useful in finding the rightful actions. Mahatma 
Gandhi, in promoting khadi against textiles produced by machineries, 
expressed human living values than economic progress. Butthe first Prime 
Minister Jawaharlal Nehru opposed the ideas of Gandhi saying that 'you 
can't get hold of a modern tool and have an ancient mind. It won't work'. 
Even famous Indian mathematician Ramanujan had faced a diffjculty in 
going to England because of the religious belief that crossing the ocean 



was sinful. In otherwords, one has to change with the changing world. In 
India machines are worshipped as they are related with a strong belief 
that tools are useful and all useful things are worshipped. 

All managements suggest their organizations should develop a set 
of values. All individuals in the organization should have strong faith and 
trust in the nobility of theirworkand benefits they earn. 

3) Common Assumptions: 

Assumptions are the deep rooted fundamental levels of culture. 
People are essentially good. This assumption is reflected in the company's 
emphasis on trust. The second assumption is that people are willing to 
learn, grow and achieve if they get proper opportunities. The third 
assumption rests on the belief that people are motivated by challenges 
and enjoyable work. This assumption is reflected by the process of common 
goal setting and goal achievement by participation of members. 

These common assumptions can be traced to larger social and 
cultural values held by a particular society. For example, in America, the 
emphasis is on individualized achievement. In Japan, the emphasis is on 
the collective achievement. 

Check your progress :- 

Q.1. Explain the levels of organizational culture. 

9.5 Functions of Organizational Culture 

Organizational culture has many functions. They are as follows. 

1 ) Culture helps to establish a systematic organization. An organization 
is a system. It is a dynamic and stable organization. So it functions 
systematically to maintain stability and dynamism. 

2) It unites all workers to work for the common benefits. Organizational 
culture helps to maintain unityand integrity of the organization. There 
are many differences of subculture and counterculture groups. 
Howeverthe important function of culture is to unite all workers under 
one nomenclature. 

3) It adopts all tangible goods and intangible goods such as tools, 
machines, materials. The plantation, place of the work, its 
surrounding environment helps workers to work for the benefit of the 
organization. Similarly, workers' ideas, ideals, ideologies are useful 
for more productivity. 



4) Organizational culture always functions to maintain organization's 
identity in the world. 

5) Culture provides shared patterns of cognitive perceptions about the 
values and beliefs held by the organization. This enables the ' 

organizational members ho4to think and behale as expected by 
them. 

6) It also provides shared patterns of feelings to the organizational 
members to make them knowwhat they are expected to value and 
feel. 

7) Organizational culture provides a boundary that creates distinctions 
between one organization and the other. Such boundary defining 
helps identify members and nonmembers of the organization. 

8) Organizational culture facilitates the generation of commitment to 
something larger than one's individual self-interest.' 

9) It enhances social stability by holding thq organizationai members 
together by providing them appropriate standards for which the 
members should stand for. 

10) It serves as a control mechanism that guides and shapes the 
attitudes and behaviour of organizational members. It helps them to 
stick to the conformity to the prescribed and expected mode of , 
behaviour. 

11) Finally organizational culture provides responsibility, sense of duty, 
recognition, stabilityof life, permanency of employment, adherence, 
obedience, sincerity towards the organization. , 

12) Organizational culture is learned, imitated, shared and behavior- 
oriented. So all member work together in the same direction and 
fashion as required by the company. 

Check your progress :- 

Q.1. Explain the functions of organizational culture. 

9.6 How is Organizational Culture Created? 

Development of organizational culture is an outcome of daily work 
and transaction in an enterprise and productivity in an industry. No doubt 
it is a new concept, but it is as old as human history. When man started to 
live on this planet, he started to do some or the otherthing for his livelihood. 
Organizational culture is not developed in a day or two. It is developed 



gradually over a long period of time. Today's organizational culture reflects 
past history and altogether influence on the future. 

An organization culture is shaped by the philosophy, values and 
attitudes of its founder members. Some of the examples are as follows. 

1) The culture of Reliance Industries was greatly shaped and influenced 
by Dhirubhai Ambani who was very conscious of time and efficiency, 

2) Microsoft's Culture is largely a reflection of co-founder and CEO, 
Bill Gates who is aggressive, competitive and highly disciplined. 

3) Similarly Tatas, Birlas, Godrej have established their work culture 
with discipline and diligence in dealing with different set of people 
in different countries in the world. 

Immediately after the industrial revolution, in all business and 
industrial organizations culture was traditional. 'The entire organization 
was controlled by the owner. Owner was the manager and he was the 
enterpriser, director etc. In the traditional society owner-managers were 
more interested in taking maximum work with minimum expenses with 
less number of workers. When all organizational works became liberal, 
all aspects in company and business organizations have been changed. 

Governments also passed various industrial and company acts. All 
governments in the world have taken interest in thewelfare of the workers. 
Trade unions were registered. Slowly owner-manager was replaced by 
the management shared by the owners, workers and unions, legally 
approved by the appropriate government. Today all over the world 
organizational culture is democratic, socialistic, secular and based on 
human dignityand welfare of all. 

In different countries, different types of work theories were born . 
For example, McGregor gives X and Y theories. Prof Maslow suggested 
the need based theory' and some psychologists and philosophers wrote 
about the importance of motivation. But all theories were introduced by 
western and American writers. 

America developed its own theory known as A type and then 
modified as Z type where the individual worker is important. Japan 
developed J type,, where all workers are collectively important. India is 
still not able to develop any theory. However, in Indian democratic set up 
various organizations have been developed with their own work culture. 
China captured global market with its supply of small goods like pins, 
pencils and able to earn name, fame and wealth from the global market. 
Organizational culture is developing and growing daily. Its growth and 
extension is endless and never fading. 



Once the organizational culture is developed its sustenance and 
survival depends upon all members. So to keep organizational culture 
alive the following ideas are followed. 

1 Selection criteria : It is one of the best methods of maintaining 
ones organizational culture is to be highly selective about the people 
whom an organization would select. 

2) Top Management: The actions of top management play a significant 
role in transmitting and -sustaining its organizational culture. 
Employees learn the following qualities from the top management. 

a) How much risk is taken? 

b) How much freedom is exercised? 

c) How to deal with clients and customers 

3) Socialisation : The new candidate must be properly indoctrinated 
into the organization for further assimilation. 

Check your progress :- 

Q.1. How is organizational culture created? 

9.7 How organizational culture affects work? 
Organizational culture affects work of every individual worker in the 

organization. Individual carry individual differences in the organization. 
After appointment, all workers adopt and learn culture of the organization 
and live and work according to the requirements of the organization. The 
following conditions affect organizational culture. 

1) Economic condition: An organization's economic condition 
influences w~rkers. The more prosperous organization spends more on 
education, research and innovation for more prosperity. A poor 
organization cannot bring well mannered cultural traits. In other words 
liberal economic situation is necessary to develop the best possible 
organizational culture. One can make out comparing with a foreign bank 
and Indian bank in Mumbai, IT Park and Municipal offices. So economic 
condition, spending capacity and liberal mind to maintain posh offices 
with few acres of beautiful garden and fountains. 

2) Leadership style: leadership plays a significant role and forms 
a different optimistic work culture and makes every individual work 
according to the aims and aspirations, and status of an organization. In 
various departments, different personnel work directly or indirectly to fulfill 



the targets put by the leader. Pioneers and founders influence on all 
workers. 

3) Organizational policies: Organizational policies are affected 
by the work culture. Plans and policies arrange the work system and 
workers have to follow it judiciously. 

4) Managerial understanding: Organizational culture helps the 

management to solve the problems between workers and the 
management. Management, workers and the union at one side and the 
government at the other side arrange the work system, and accordingly, 
legal departments continuously work for the betterment of workers and 

the organization. 

Keith Davis points out certain values that affect work are as follows, 

1) Freedom 2) Equality 3) Security4) Opportunity 

1) Freedom: Freedom is a basic cultural value affects work in all 
organizations. In all organizations workers are expected some 
freedom and the authorities give freedom forworkers to know and 
establish their innovation and power of creation. But freedom is 
different thing to different people. For example, for an employee 

freedom may be to have a voice in the general meetings, for another 
it may mean right to work without restrictions etc. Underfreedom, 
people hold suppressed resistance to strict organizational controls. 

2) Equality: All people are born equal and have equal rights in every 

aspect of life. However, thisvalue gives due recognition to different 
mental, emotional and social differences and hence different 
rewards. Equality and equity cannot be maintained because rewards 
are given away on the base of performance. 

3) Security: People prefer full employment that is the real point of 
security. Some type of tension prevails always. The most important 
security is economic security. 

4) Opportunity: People expect good many opportunities in the 

organization. Modern education system, policies of promotion from 
within and similar factors affect the opportunity of employees. 

Check your progress :- 

(2.1. How organizational culture affects work? 



9.8 Importance of Organizational Culture 

For any organization to grow and prosper must have its own mission 
and philosophy. All workers must be respected in the organization. In other , 
words, growing and changing importance of organizational culture arises 
spontaneously. In all establishmenfs different pepple work who belongs 
to different religion, caste, state and language. In other words, an 
establishment is a place for conglomeration of various cultures. Here all 
cultures together have become one culture, optimistically called as an 
'organizational culture'. 

lmportance of organizational culture is understood and expressed 
in terms of co-operation, mutual trust, conflict and antagonistic forces 
between managers, proprietors, personnel, workers, and allied partners. 
Leaders in all organizations play a continuous significant role to improve 
human relations. Human relations are nothing but cultural relations. So, 
Sorokin is right in saying that 'culture is the highest art of man and super- 
organic body'. All organizations are found on discipline, education, 
cooperation, mutual trust, sincere efforts and hard work. So everyone 
possesses cultural consistency and strongly adhere to values and beliefs. 
It becomes easy for them to play strong role models. Employees often 
emulate leader behavior and look up to them for guidarice. By being strong 
role models and by guiding, teaching and coaching, leaders reinforce the 
values that support the organizational culture. 

Importance of organizational culture year by year and decade by 
decade enrolling its role from inferior to superior and superior to the most 
superior. The cultural strength is measured specially by handling crisis 
situations. The best example is Chrysler Motor Company faced financial 
crisis in 1970. American government was against protecting private 
business organizations with government funds but the company was 
successful in obtaining funds by strong point of cultural commitment to its 
employees. 

Managers are also important persons in enhancing the importance 
of organizational culture. They handle different situations with workers with 
rewards and punishments and maintain a strong organizational culture. 
Some of the topmost organizations are well known not only because of 
their productivity, but for their cultural order. 

Organizational cultures are developed and reinforced in a variety of ways. 
Some of the mechanisms are as follows. 

1) What leaders pay attention to, measure to, and control 

2) Leaders' reactions to critical incidents and organizational crisis. 

3) Deliberate role modeling, teaching and coaching. 



4) Criteria for allocation of rewards and status. 

5) Criteria for recruitment, selection, promotion etc. 

6) The organization's design and structure. 

7) Organizational systems and procedures. 

8) Design of physical space, facades and buildings. 

9) Stories, legends, myths, and parables about important events and 
people. 

10) Formal statements of organizational philosophy, creeds, charters 
etc. 

The role of culture in an organization is: 

1) Specify the goals and objectives of the organization. 

2) To specify the relations that exists within the organization 

3) To specify qualities are valued such as loyalty, confidentiality, 
dynamism, hard work, and so on. 

Organizations have social ethos. Without society no organization is 
possible. Organizations are social systems that have shared 
understandings, norms and values and have a common language. The 
history of the organization, its past values and beliefs also influence the 
present culture of the organization. Each of the different cultures may 
express the roles that organization perform. 

Check your progress:- 
Q.1. Explain the importance of organizational culture. 

9.9 Impact of Organizational Culture 

Culture represents the national character. It reflects on the institutions 
built by men. Organizational culture is affected by families, religion, 
education and national heritage, history, economy and politics. 

It is difficult to separate a person from his cultural character. He is 
born with a particular culture and adopts various cultural aspects. So 
wherever he goes and works he carries his culture. Due to cultural 
upbringing individuals are different. Some of them do what others say, 
some of them initiate with the work on their own. Still some of them are 
courageous to take risks for the benefit of the organization. Some of them 
are selfish and some of them are selfless devotees towards the 
organization. 



The values that reflect the organizational culture should support the 
global view because the expanding business and industrial horizons 
incorporate the diversity in the global cultural backgrounds and 
expressions. S.H.Rhinesmith has suggested the following six guidelines 
in creating global culture within organization. 

1) Create a clear and simple mission statement. It unites all workers 
into one organization. 

2) Create systems of effective flow of information. 

3) Create "Matrix minds" among managers. Managers with 
international experience share that experience when they return to 
home organizations.' 

4) Develop global career paths. 

5) Use cultural differences as a major asset for research and 
development. 

6) Implement worldwide education and team development programs. 

Impact of organizational culture is reinforcing and strengthening the 
entire organization and developing unity and integrity of workers for the 
common benefit and national prosperity. 

Check your progress :- 

Q.1. Explain the impact of organizational culture. 

9.10 Meaning and Definition of Organizational Climate 

The concept of organizational climate was formulated by human 
relation theorists in the late 1940s. Now it has become the most important 
aspect of all organizations in the world. Organizational climate is an 
external and internal environment within which people work. 

According to Joe Kelly, "climate may be thought of as the perception 
of the characteristic of an organization." 

Organizational climate is a relatively enduring quality of the internal 
environment that is experienced by its members, influences their behavior, 
and can be described in terms of the values of a particular set of 
characteristics of the organization. Organization climate is a medium 
distinguishes between organizations to organizations. It influences on 
individuals' behavior. 

The concept of "Organizational Climate is different form 
"Organizational Culture."According to Stephen P. Robbins "organizational 



Culture is a relatively uniform perception held by the organization, it has 
common characteristics, it is descriptive, it can distinguish one 
organization from another and it integrates individual group and 
organization system variables." Culture is an abstract quality shows the 
entire system of work, whereas climate is operational system how it 
influences and affects workers. Both of them are overlapping. Each 
organization differs in its operational system, attitudes, ideas and opinions 
and ideologies are influenced by the culture adopted by the organization. 
Organizational climate includes geographical location, climate of the area, 
political and social atmosphere, and quality of the people, social life, 
customs, habits, educational background, and standard of living. Still there 
are many factors get influenced by the culture and climate. Such many 
factors create confusion that whether organizational culture is different 
from organizational climate. Confusion prevails. However, we can make 
out that culture is internal aspect of life and climate is external and related 
to atmosphere. When we talk about any organization, we talk about 
people, attitudes, work system, facilities provided, working democratic 
atmosphere, individual freedom and surrounding environment. 

Some norms and values are common to all organizations and some 
have distinct values and norms. For example, lnfosys is different from 
H.M.T. Such organizations always try to maintain their standard and 
strength. The same cannot be done by any school or college. Educational 
institutions, hospitals, hotel industries, factories, government offices, 
private parks and gardens, public gardens, railway stations, bus stands 
have different bureaucratic activities and norms, create a distinct sense 
in the people who uses such places daily. In other words, climate is 
different. Sometime it is shameful to note the climate of classroom 
situation in some schoolsand colleges in India. In many institutions, there 
is no light, no proper ventilation, but still the show goes on year to year, 
and generation to generation. 

Check your progress :- 
Q.1. Explain the meaning of the concept "organizational climate". 

Organization climate is a manifestation of the attitudes of 
organizational members towards the organization. Organizational climate 
is based on management policies, supervisory techniques, workers 
reactions to the management and the entire work environment. Lawrence 



James and Allan James have classified organizational factors into five 
important components. They are as follows. 

I) Organizational Context 

2) Organizational structure 

3) Organizational process 

4) Physical Environment 

5) Organizational values and norms 

6) Economic conditions 

7) Nature and characteristics of members 

I) Organizational Context: Organizational context include mission, 
goal, objectives, functions and policies of the organization. Specific 
organizational policies influence organizational climate. For example, the 
reputation of a particular company regarding the treatment of employees 
would indicate the managerial philosophy regarding the utilization of human 
resources. The management philosophy is expressed by policies, rules, 
regulations and actual actions taken by the management. 

2) Organizational Structure: An organizational structure is a 
framework of authority and responsibility. It clarifies the responsibilities of 
all members. Structure is nothing but design of an organization affects 
internal and external affairs. 

The size of the organization influences organizational culture. If the 
size of the organization is smali, there are more chances for creativity 
and innovation. If the size of the organization is large, there are more 
chances for participation in various departments. 

3) Leadership Process: The type of leadership prevailing in the 
organization is of great importance to the organizational climate. Each 
significant depaitment has a leader and all workers have to interact with 
all superior and subordinate bosses. The immediate boss assigns works, 
interprets policies, decision making, performance appraisals 
determination of pay incrementsetc. are done by leaders, such as director, 
president of the organization. So leadership is a process begins with all 
works and ends with all productivity results, satisfaction and animosity. 
Leadership style categorized into three. They are as follows. 

I) Organization A - maintains order, exercises authority and control, 
criticizes poor performance, emphases cost reduction and avoids 
involvement with employees. 

2) Organization B - maintains informality, avoids individual 
punishment, gives general positive rewards, creates friendly 
relationships and creates relaxed atmosphere, avoids conflict and 
creates personal relationship with employees. 



3) Organization C -maintains informal relations, sets high standards 
for individuals and organization gives rewards, promotion etc. 
tolerates personal and task related conflict, create organization 
pride. 

4) Physical Environment: The actual working conditions and physical 
space are very important for better work environment. Spacious 
rooms, halls, workshops, meeting rooms, bathrooms, and canteen 
facilities create a better working climate. Many people consider size 
and facilities before joining the organization. Physical environment 
is related with external and internal feelings of workers. Spacious 
passages, air conditioners, banking facilities are also important for 
almost all workers. A noisy, dirty, congested place is not at all 
preferred by any worker. 

Such things are hateful and bring frustration, nervousness in the 
workers immediately. So physical environment is very important for 

all. 

5 )  Organizational Values and Norms: Over a period of time all 
organizations develop their own culture. Culture is a social and 
normative bond on all individuals in an organization and that holds 

everyone united. All shared values and norms are very important. 

They help people to leam organizational values and norms and work 
and live accordingly. Values and norms help for healthy interaction, 
interrelationships in and out of the organization. 

6) Economic Conditions: At micro and macro level economic 
conditions prevailing in the organization influences everyone. 
Prosperity and growth of the organization depends upon the 
economic conditions. Workers'ability, creativity and standard of living 

depend upon the economicconditions. 

7) Nature and Characteristics of Members: Nature and important 
features of individuals influence on everyone in the organization. 
Hitler-type boss always disliked by anyone in any organization. Young 

dynamic and educated employees are preferred. So the personality 
factor, frankness, sincerity, competitive nature, and risk taking are 
some of the personal qualities necessaryfor the betterment of an 
organization. 

Check your progress :- 

Q.1. Explain the factors affecting organizational climate. 



9.12 Summary 

The concept of culture is broad one. The term organizational culture 
is borrowed from wider experiences of large number of people. Culture 
and climate affect our daily life and working conditions. In the right cultural 
environment people will be happy and more productive. Organizational 
culture and climate influence on the entire working conditions and helps 
the management to make various policies and programs for more 
productivity and happy working atmosphere. Features and functions of 
organizational culture and climate help us to understand the organizational 
environment in a broad way. 

Culture is internal doing and climate is creating external atmosphere 
for the smooth operation of the enterprises. Whether it is the government 
body or a private organization, both culture and climate decide the working 
environment and satisfaction of workers in daily life. Individual skill, talent 
is appreciated in such management where the culture and climate 
intermixing in the best possible manner. 

9.13 Glossarv 

Hurricane - cyclone 

Predict - forecast 

Enhancement - improvement 

Imitated - copied 

Vertical - straight up and down 

Horizontal - straight, parallel 

Artifacts - worksof art 

Nobility - dignity 

Assumption - theory 

Emphasis - highlighting 

Tangible - material 

Intangible - nonmaterial 

Emulate - imitate 

Conglomeration - collection 

9.14 Suggested Readings 

1) Human Resource Development P.C.Tripathi 

2) Organizational Behavior Jit S.Chanaan 

3) Organizational Behavior - R.K.Suri and Sanjiv Verma 



4) Organisational Behaviour- K. Aswathappa 

5) Essentialsof Human Resource Management and Industrial Relations 
- P. Subba Rao 

6) Stephen Robbins - Organsiational Behaviour 

9.15 Question Pattern 

Q. 1. Define and explain the meaning of organizational culture and its 

importance. 

Q. 2. Discuss the various levels of organizational culture. 

Q. 3. Elaborate how organizational culture is created. 

Q. 4. How organizational culture affects work and what is its impact? 

Q. 5. Define organizational climate and elaborate its meaning in detail. 

Q. 6. Discuss various factors affecting organizational climate. 

Q. 7. Write short notes. 

a) Features of organizational culture. 

b) Functions of organizational culture. 

c) Importance of organizational culture. 
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10.0 OBJECTIVES 

1. To discuss different types of organizational culture. 

2. To study American type of organizational culture. 

Organizational culture is varied from one society to another society. 
The work culture is supported by education,progress of science and 
technology. In some countries human activities are fast and in some 
countries they are slow. They all depend upon human talent, skill and 
environment. The developed nations like U.S.A. and Japan are able to 
establish a type of work culture, developing and underdeveloped nations 
are on the way of making their own organizational culture. 



10.2 Different Types of Organizational Culture 

In human resource development certain types of organizational 
cultures are identified. They are as follows. 

1 ) Mechanistic Organizational Culture 

2) Organic Organizational Culture 

3)Authoritarian Organizational Culture 

4) Participative Organizational Culture 

5) Work Culture 

6) Corporate Culture 

7) Management Systems Culture 

8) Entrepreneurial Organizational Culture 

9) Familial Organizational Culture 

10)Altruistic Organizational Culture 

11 )National Culture and Organizational Culture 

12) Subcultures and Dominant Cultures 

13) Strong and Weak Culture 

1) Mechanistic Organizational Culture: 

Mechanic organizational culture shows values of bureaucracy and 
feudalism. Guilds and markets are controlled by the governmental authority. 
In that case there is more loyalty to the organization and workers are 
specialized in particular art and craft. So organizations work relatively in 
a stabilized way. For example, the Indian caste system shows mechanistic 
cultural operation. Acarpenter's son is better than his father or grandfather 
in his work, similarly a barber's son also. Specialization continues from 
generation to generation. 

2) Organic Organizational Culture: 

It is different from mechanistic culture. It completely depends on 
team work. There is a free flow of information, easy communication, less 
burdened and flexible. It reminds us organic theory of Herbert Spencer. 
Here organizational culture is alive and everyone works enthusiastically 
for the common benefit. There is a widespread understanding between 
the staff and everyone takes care and risks solving the problems. So it is 
more beneficial to the organizations. 

3) Authoritarian Organizational Culture: 

In authoritarian organization there is a rigid relationship between 
boss and the workers. It is not a healthy sign of work environment. Boss 
orders and all try to remain obedient and give importance to boss and 
work suffers. In presence of the boss all pretend to work and in his absence 



they cut jokes on the boss and pass time. This drama goes on continuously. 
But authoritarian culture is necessary in army, navy and all strictly controlled 
departments. Usually in the productive units it is not good to have an 
exercise of authority rather a despotic authority. 

4) Participative Organizational Culture: 

Participative culture is an important type of organizational culture 
because workers participate and take important decisions through their 
leaders like managers, owners, and union leaders. Group problem-solving 
leads to better decisions. Collaboration is better than conflict. If there is 
any ill feeling, conflict it can be discussed openly in various groups and 
can be solved and settled amicably. 

5) Work Culture: 

It is an age-old saying that 'work is worship'. Work itself represents 
a culture based on prevailing beliefs, mores and values pertaining to work. 
Improvement in work culture can be achieved by learning methods. 
Different approaches have been developed in different organization to 
create a climate conducive to work. Some of them are as follows. 

* Management policies. 
* Job securityand healthy atmosphere for workers. 
* Inter-departmental co-operation within the organization. 
* Cordial and mutual relations between all workers and higher officials. 
* Sufficient use of communication systems. 
* Welfare services provided by the employers. 
* Facilities for training and career development. 
* Compensation, recognition and reward system. 
* Chance for employees to participate in decision-making. 
* Healthy relationship between the management and the trade union. 

6) Corporate Culture: 

It is a modern concept. All organizations, big or small are interested 
in corporate culture. Corporate culture has its own philosophy, ideology 
and assumptions. Corporate culture is well planned. What type of products 
should be produced? How to motivate many retail organizations in the 
market? Who are the capable personnel do it? What would be the 
competition and antagonism the organization may receive? Such 
problems are solved by the corporate culture. 

Corporate culture manifests itself in organizational behavior. How 
managers and individual employees or groups behave in the context of 
the organization. Culture influences behavior in three areas. 



a) Corporate Values: Belief in what is best for the organization and 
what is not good for the organization. 

b) Organizational Climate: The working atmosphere of the 
organization as perceived and experienced by its members. This 
includes how people feel about and react to the characteristics and 
quality of the corporate culture and its values. 

c) Management Style: It is the way how the mangers and bosses 
behave and exercise authority. They may be autocratic or 
democratic, tough or easygoing, formal or informal. Such behavior 
is found in IT and Computer companies. Words such as Sir or 
madam are not used in their communication. All are addressed as 
Mr. or Miss. 

Corporate culture is interested to see that organization should make 
profits, name and fame in the world. Corporate culture is spread all over 
the world. MNCs practice corporate culture all overthe world. 

7) Management Systems Culture: 
It is an engineering approach to management. Every function of the 

organization is carefully studied to apply efficient methods to solve 
organizational problems. It involves with planning, budgeting, market 
research and various group studies. Appointment of personnel, arranging 
professional training to newly appointed and refresher courses for 
experienced workers to enhance their knowledge. So this has become a 
system and it is followed meticulously for the benefit of the organization. 
This aspect is very popular in corporate organizations. 

8) Entrepreneurial Organizational Culture: 

Entrepreneurial Culture favors growth, development and empire 
building by taking visionary and bold decisions. Entrepreneurial skill is 
used in new companies or in sick units to restart. 

9) Familial Organizational Culture: 

A culture is commonly passing from generation to generation, from 
traditional society to modern society is known as paternalistic or familial 
culture. In this cultural pattern the head of the department is looked as a 
father figure and accordingly respected. His decisions are taken into 
consideration carefully. This sort of organizational culture is commonly 
found in family controlled organizations and institutions and this is found 
more in India. 

1O)Altruistic Organizational Culture: 

The altruistic organizational culture is commonly found in 
organizations that have dedicated to do social good. Selfless devotion 
and work is always appreciated and good for the organization. This will 
bring more NGOs in the world. 



11) National culture and Organizational culture: 

National culture is reflected in employees showing strong attachment 
to national values like secularism, celebration of national festivals, 
Independence Day etc. They care for their nation and work for it. They ' 

respect their nation, languages, a ~ d  religions. For eiample, Japanese 
are more nationalist than loyal to their own traditions and customs. 

Organizational culture is based on local values like local holidays, 
festivals, religious faith etc. Employees nurture their own culture and 
celebrate festivals, worshipping etc. 

12) Subcultures and Dominant Cultures: 

Each department of an organization has its own culture, which can 
be called sub culture. Members of each department follow and nurture 
their own culture. But in the organization all the departments may have 
one culture, this is dominant culture. This is built by unifyingand integrating 
the culture of all the departments of the organsiations. There may be 
interrelations between the cultures of different departments, but they may 
also be independent and conflict with each other. 

13) Strong and Weak cultures: 

Strong culture denotes employee's punctuality, quality of hard work, 
initiative, and taking more responsibilities. Such employees develop a , 
strong culture, a character of integration. Such employees do not remain 
absent and contribute maximum production. They have positive attitudes 
about the organization and they are committed to the organization. 

On the other hand, weak cultured employees are passing time, not 
hard working, not punctual and least bothered by the production. Such 
culture is not welcomed one and such employees are dangerous forthe 
organization. So all the time one has to observe them and take work from 
them. 

Check your porgress :- 

Q.1. Explain the various types of organizational culture. 

10.3 Organization and Multi-culturalism 

Culture plays a significant role in all organizations. 

Culture is highly complex, a whole which includes dynamic 
knowledge, belief, art, literature, morals, law, customs and other 
capabilities, habits and values acquired by an individual in a society. 



Culture is the set of important understandings that members of a 
communityshare in common. But it differsfrom organization to organization 
and nation to nation. 

From the beginning of 20 century multi-cultures have entered into all 
organizations and have a corporate culture. Cultural manifestation includes 
own culture, cross-culture, counteractive culture. In other words, there is a 
strong movement in the cultural assimilation. For example, in Arabian 
countries, top posts are enjoyed by Europeans; subordinate posts are 
given to Asians. This makes a distinction between Europe and Asia, but 
it brings two cultures work together continuously. 

Organization is a broader term, it is the entire structure, whereas, - 
various cultures establish the working system. When we look at past 50 
years of organizational development in India, lndian culture was totally 
manifested. So lndian culture was institutionalized and glorified. But today, 
we notice in various computer and information technology, Banks and 
Insurance Companies etc. people work, who belongs todifferent countries. 
Definitely they bring their own culture to their institutions and organizations. 
Today business enterprises have been spread all over the world. Due to 
net-work and e-mail facilities, work has become easy and quickly 
accessible to anyone and anywhere. 

Multi culturesfor example, lndian culture, American culture, Japanese 
culture and British culture have been mixed in various big organizations. 
lndian culture is traditional, fatalistic and religious, American culture has 
made individuals more independent and self conscious, Japanese culture 
is more social and gives importance to collective responsibility. So even 
today we can understand that lndian workers hesitate to initiate. Americans 
and British are adventurous and take leadership due to their educational 
and cultural background and political and economic support found in them. 
Japanese are more social, national, and participative, strongly believe in 
group work. So they do not differentiate between their own home work 
and company's work. Thus theories are born, known as Type A, Type J, 
and Type Z. 

In conclusion, culture of man, whoever and wherever he belongs to, 
influences on the organizational culture and in due course imbibes in the 
organization. We can call it a local culture, a multi-culture etc. For example, 
Mumbai Municipal Corporation compared to lnfosys and IT Parks differs 
in many ways. However culture is changing, organizations are changing, 
things are dynamic and changes are everlasting and progressive. Multi- 
culture is useful to help social, economic and cultural development for the 
betterment of the humanity. 

Check your progress :- 

Q.1. Explain the concept of Multi-Culturalism. 



10.4 lndian Type 

lndian organizations, business enterprises, industries and all 

institutions are growing fast from the last decade. Compulsory education, 
empowerment of women, constitutional support for backward classes, 
increasing importance of higher education, fast industrial development, 
and establishment of market networks, changes in family size, marriage, 
economic independence and many more factors are responsible to 

preserve lndian culture in its strong place. lndia was ruled by British for 
more than 150 years and we are highly influenced by their culture. We are 
exceeding British culture and life style, dress and food habits, but in mind 
and heart we are Indians. 

lndia is a developing country; it is numbered in Economic 
Empowerment of G groups in the world, such as, GI, G2 and G I  0. Indians 
without giving up their own culture are always eager to learn and imitate 
others'culturefor betterment. Assuch, there is no lndian type, since lndian 
organizations, whether it is a school, a college, a university and an industry 
are under the strong influence and ruling of British patriarchy. 

Today multi-dimensional companies have come up in different parts 
of lndia. IT Parks are zooming in Bangalore, Chennai, Pune, Mumbai and 
Delhi. All over the nation, computer technology has reached everywhere, 

telephone and cell phones have been increased. Cities like Mumbai and 
Bangalore are growing with fast moving transport communication systems; 
national highways are spread all over the country. Progress in national 
economy could not be possible without organizational culture. However, 
like U.S.A., U.K. and Japan, we cannot call an established lndian Type, 
cannot model ourselves in the world as different type known as 'Indian 
Type'. But in the immediate future lndian organizational culture will be nick- 
named 'Indian Type'. 

In conclusion, the variety of industrial organizations at the very 
beginning were caste based, influenced by the language and the state. 
For example, Syndicate Bank, Canara Bank and Corporation Bankwere 
born in Kamataka, lndian Bank, Union Bankof lndia, Punjab National Bank, 

Maharashtra Bank; lndian Railways have their affinity with the states and 
the language people speak. So most of the workers belong to the state 
and the state language. Such affinities are not vanishing in lndian 
democratic culture. In other words, lndian Type is more democratized, 
equalized, caste identity is diminishing, efficiency, skill and talents are 
increasing. One can notice that lndian Type is correlated with Secular 
Type, Socialistic Type and Pragmatic Type. 



Check your progress :- 

Q.1. Explain the nature of typical Indian organazational culture. 

10.5 American Type (Type A) 

It is peculiar and interesting to know that there is a Type A, J, Zetc. 
due to cultural and climatic influence on workers and the entire 
management. We have to study them separately to understand the 
meaning and features. 

American Type is known as Type A. In America short term 
employment is provided. Individual workers have complete freedom to 
take all important decisions in the interest of the organizations. Individual 
worker is responsible for his works. There is a rapid evaluation and 
promotion. There is no demotion, but only sacking at either side. Employee 
is not tolerated if he is inefficient. With a day's notice he is removed from 
the job. It means more importance is given to efficiency. Emotional 
attachment, observation, waste of time is not tolerated in America. If the 
person is lazy and inefficient, he is immediately sacked. They give utmost 
importance to time. Time is money for them. It is well writ in their 
culture. There is always a specialized career path. Sosufficient training, 
education, technological knowledge is provided to all employees. The 
American society is specialized in the work system. Explicit and formalized 
control is always found and realized with American enterprises. Vague 
and ambiguous qualities are not tolerated in any of the organizations, 
whether it is a government, private organization, factory, industry, business 
enterprise, school or college. Higher officers and supervisors do not take 
any interest in the employee's personal life, habits and feelings. 'They see 
the employee only as task-performer. American work culture is highly 
different from other cultures of the world. Their life style is more mechanic. 
More freedom is given to individuals, even to children. There are more 
chances for creativity, more chances to spoil, more chances for children 
to find themselves aloof, frustrated, nervous, heroic and adventurous. 'The 
same influence is found in the work culture. 

In America, the ethics of competitive, individualism shapes the 
organizational management and operational performance. The industrial 
and economic performance in America is taken as kind of game in which 
each individual desires to be a winner in order to receive a reward for 
successful behavior. 'This work culture is a continuation of general cultural 



and family upbringing where children are encouraged to think for 
themselves, and show a sense of assertion and independence. 

In a glance atypical American Organization possess the following qualities. 
* Short term employment. Layoffs are common, laferal job mobility is 

also common. t 

* Performance evaluation and promotion is fast. 

* Career paths are specialized. 
* Decisions are carried out by the individual managers. 
* Policies, rules and guidelines are to be strictly followed. 
* The organization is concerned with theworker's work, life and his 

role in the organization. 

Check your progress :- 

Q.1. Explain the nature of typical American organization ('TypeA). 

10.6 Japanese Type (Type J) 

In Japan lifetime employment is provided. There is no question of 
permanent or temporary work system. There the people do the job 
sincerely, honestly, with full devotion. Therefore, they were able to 
reconstruct the entire nation within a short duration after devastation of 
Hiroshirna and Nagasaki cities in the Second World War. Workers in 
Japan strongly believe in and take consensual decisions. Every work is 
based on collective responsibility. Weak and slow workers are also 
tolerated. Evaluation is slow and time to time promotion is given. There is 
an informal control over all employees which is implicit. Japanese are 
hard working people and they believe in non-specialized career path. 

Employers and bosses have holistic approach towards the workers. 
So they see employee as a person, as a family member, a lifetime 
colleague. It is their nobility and sublimity that their social life and individual 
culture influences on organizational culture. 

The Japanese culture encourages individuals as a part of the team 
thus encouraging interdependence, shared concerns and mutual help. 
The organization is viewed as a family to which workersfrequently make 
life long commitments as they see the organization as an extension of 
their own families. The authority relations are often paternalistic in nature 
and strong links exist between the welfare of the individuals, the 



corporation and the nation. Thus the economic success of Japan is 
associated with the work culture. 

At glance a typical Japanese organization possess the following work 
culture. 
* Fairly long term and life time job opportunity. 
* Rigorous evaluation and slow promotion. 
* People are primarily generalists and they become familiar with all 

areas of operations. 
* Taking collective decision is the common norm. 
* Primary reliance on implicit control. People rely heavily on trust and 

goodwill. 
* Organization is concerned with the whole life of the worker, business 

as well as personal and social. 

Check your progress :- 
Q.1. Explain the nature of typical Japanese organization,(TypeJ) 

10.7 Modified American Type (Type 2) 

It is a combination of Type Aand Type J. Modified American Type 
suggests a long duration employment for all workers. In this type 
consensual decision-making is practiced. Individual responsibilityis given, 
but wherever necessary others help is considered. In this type slow 
evaluation and time to time promotion system is adopted. The behavioral 
control is explicit and implicit, formal and informal, depends on the situation. 
Type Z adopts moderately specialized career path. Employers and bosses 
have holistic and democratic approach at the employees. They have 
humane grounds for the employees and theirfamilies. 

Z type theory is suggesting that there is a feeling of co-operation 
and collaboration between managers and employees. All employees have 
a better understanding, a greater responsibility, foresight, co-operation, 
co-ordination. There is a shared sense of collective responsibility for the 
success of a decision. It enhances productivity. Modified American Type 
is known as Type Z is highly influenced by democratic, socialistic set of 
life. Live and let others live philosophy has prevailed in the workers' 
organizations. This is moderate, highly workable, adjustable depends upon 
humanitarian ground. 



Theory Zwas suggested by William Ouchi in 1981. This theorydraws 
heavily on Japanese approach to management; it is more a combination 
of the current American as well as Japanese style of managing an 
organization. Basically, Ouchi's approach to management called for: 

* Consensus decision making. 
* Worker participation in all phases and operations. 
* Genuine concern for the overall well-being of employees. 

* Life time job security. 

Both American and Japanese work cultures are contrary, but 
successful in their own way. Yet America developed a modified theory 
known as theory Z. The Modified American Type has differences with 
Japanese type in the operating styles. Even though America accepted 
theory Z with certain modifications. These specific aspects are as follows. 

* Long term employment. Recycling of human talent through training. 

This will develop a sense of loyalty and dedication among workers. 
* Relatively slow evaluation and promotion. 
* Careerpathsare not highly focused -so that employees can acquire 

a variety of skills through the job rotation. 
* Control is both explicit and implicit. Self control is encouraged. 

* Decision making is consensus. 
* Responsibility is not collective but is assigned to individual 

managers who are then held accountable for their decisions. 
* In addition to the workand performance of workers, the organization 

takes active interest in the worker's family and social life and 
provides facilities where social interaction among all members of 
the organization, irrespective of rank is encouraged. 

The following table helps students to understand and compare Type A, 
Type J and Typez. 



Sources: W.G. Ouchi and A.M. Jaeger "Type Z Organizations: 
Stability in the midst of Mobility", Academy of Management Review, 3, 
1978 pp. 

Check your progress :- 

Q.1. Explain the nature of Modified American Type Z organizations. 

Variable 

Career paths 

Concern 

10.8 Summary 

Different types of organizational culture are studied necessarily to 

understand about cultural behavior of workers. Multi-cultures are more 

Type A 

Specialized 

Segmented 

helpful to understand variety of cultural organizations. They have their 
impact on their national and international organizations. Type A, Type J 
and Type Z has suggested different ideas of cultural influences on working 

system in America, Japan and India. 

TYPe J 

Non-specialized 

Holistic 

10.9 Glossary 

Bureaucracy and feudalism - governing establishments 

Type 

Moderately 
specialized 

H o l i s t i c  
including 
Family 

Organic 

Collaboration 

- natural 

- partnership 

Altruistic - selfless 

Explicit 

Implicit 

- open, clear 

- unspoken, hidden 

Holistic 

Humane 

Prevail 

- pious 

- kind 

- exist 



10.10 Suggested Readings 

1) Human Resource Development P.C.Tripathi 

2) Organizational Behavior Jit S.Chandan 

3) Organizational Behavior - R.Y.Suri and ~ a n j i v ~ e r m a .  

4) P. Subba Rao- Essentials of Human Resohrce Management and 
Industrial Relations. 

5) Mamoria and Gankar - Personnel Management. 

6) Stephen Robbins - Organizational Behaviour. 

10.11 Question Pattern 

1 . Explain different types of organizational culture. 

2. Is Indian type of organizational culture democratic? Is it changing? 
Discuss. 

3. Write short notes. 

a) American Type (Type A) 

b) JapaneseType (Type J) 

c) Modified American Type (Type Z) 
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11.0 Obiectives 

(1 )  To familiarize the students with the concepts of organizational 
Development and organizational change 

(2) To enable them to understand the feaiures, goals, benefits and 
limitations of OD. 

(3) To provide detailed information about OD techniques. 

(4) To acquaint them with the principles and types of change and also 
with reasons for and resistance to change. 

I 1  .I Introduction 

Organizational development (OD) is the systematic application of 
behavioral science knowledge at various levels (group, intergroup and 
total organization) to bring about planned change and also to increase 
the organization's effectiveness. The trend to emphasis improve 
interpersonal relations as a means of organizational optimization has come 
to be known as organizational Development (OD). In essence, OD is both 
an educational strategy and an implemented course of action or technique 
which focuses attention on the whole culture of an organization in order to 
bring about a planned change. OD seeks to change the organizational 
environment in which a manager works. It aims at the improvement of the 
total system to ensure that the full potential of a manager's abilities is 
utilized and there is a sustained change in his behavior which is conducive 
to a better organizational performance. 

11.2 Meaning and Definitions of Organizational 

Development (OD) 

Organizational development is planned, Organization-wide, 
managed from top to bottom,; it increases organizational effectiveness 
and health through a planned intervention in an organization process, using 
knowledge of the behavioural science. 

0.D consists of planned, systematic, long-range behavioral science 
based on collaborative efforts to change the internal human environment, 
culture and other relevant sub-systems and processes of an organization 
through an educational strategy with a view to ensuring that the total 
organization as a system becomes a more effective organic system, with 
enhanced capability for solving problems and coping with the changing 
external environment. 

O.D. has emerged to help the planned change for organizational 
effectiveness. O.D. is ihe modern approach to management of change 
and human resource development. G.D. concentrates on people 



dimensions like norms, values, attitudes, relationships organizational 
climate etc. 

Douglas MC Gregor served as a resource person to help Union 
Carbide Corporation to create an OD. Capability where OD. Department 
was set up in 1962. French and Bell who have done most of the work on 
OD. feel that laboratory training and s u ~ e y  feedback are the main stems 

of OD. Sensitivity training programmes were conducted to managers under 
the OD movement. OD is stilldeveloping and evolving. 

OD is a broader concept and includes management development 

and training as its sub-systems as the primary objective ofOD is to change 
the nature of the total organization. OD is not a separate discipline but it 
heavily draws from other disciplines like psychology sociology, 
anthropology etc. OD is based upon theoryand research. OD is concerned 
with people for increasing organizational effectiveness. OD is also 

concerned with improving organizational climate and culture. 

The use of OD has been necessitated for obvious reasons. New 
forms of organization, more organic and adaptable to change have 
emerged which are characterized by less adherence to the chain of 

command, more enlarged jobs and 'theory-y'values which emphasize 
openness, trust and participative leadership. Further, to adapt to 
competitor's new and unique product or to face the emerging conflict 
between several departments within the organizations, managers have 

turned to OD. 

Definitions of OD:- According to Bennis, "OD is a response to 

change, a complex educational strategy intended to change the beliefs, 

attitudes, values and structure of organizations so that they can better 
adapt themselves to new technologies, markets and challenges, and the 

dizzying rate of change itself. It aims at developing the organization into 

an 'organic'systems as contrasted to the 'mechanical systems. According 
to Wendell French, "OD refers to a long-range effort to improve an 
organization's problem-solving capabilities and its ability to cope with 
changes in its external environment with the help of external or internal 

behavioural-scientist consultants or change agents, as they are sometimes 

called." 

Blake and Mouton observe that, "OD is systematic way of introducing 

change based on a structural model for thinking; progressing in a 
programmatic sequence of steps from individual learning to organization 
application; focused upon those silent and often negative attributes of 
culture which dictate action that so frequently contradict business logic, 
with emphasis on confronting and resolving conflict as a pre-requisite to 

valid problem-solving, and employing a variety of technique of 



organizational study and self-learning to bring about the necessary 
change." 

Dale S.Beach defined OD as " a complex educational strategy 
designed to increase organizational effectiveness and wealth through 
planned intervention by a consultant~sing theory and teAhniquesof applied 
behavioural science." 

According to Burke, "OD is a planned process of change in 
organization's culture through the utilization of behavioural science, 
technology, research and theory." 

OD can also be defined as a process that attempts to move the 
organizations from where it is now (requiring diagnosis) to where it should 
be (by action interventions). 

OD has also been defined as a systematic application of behaviour 
science knowledge at various levels ( group, intergroup, and total 
organization) to bring about planned changes. 

Thus, the main elements of OD are asfollows:- 

(a) The OD approach to change is planned. 

(b) It is a system-wide or at least takes a system perspective. 

(c) It has both short term and long term plans. 

(d) Processes are basically to be changed. 

(e) Better problem solving approach is usually taken 

(9 OD involves human and social relationships. 

OD is usually based on action research, which means collecting the 
data about a group, department or organization. It's objective include a 
higher q~ality of work life, productivity, adaptability and usefulness. It seeks 
to use behavioural knowledge to change the attitudes, values-beliefs of 
employees, strategies, structures and practices of the organization so 
that the organization can better adapt to competitive actions, technological 
advances and the fast pace of other changes in the environment. The 
general objective of OD is to change all parts of organization in order to 
make it more humane, considerate, more effective and more capable of 
organizational learning and self renewal. 

Check your progress:- 

Q.1. What do you mean by Organizational development (OD)? Define 
the term OD. 



11.3 CharacteristicslFeatures of Organizational 
Development (OD) 

- -  

( I )  OD is usually based on action research, which means collecting 
data about a group department or organization and then feeding 
the data back to the employeesso that they can analyze it and develop 
hypotheses about what the problems might be. 

(2) It applies behavioural science knowledge. 

(3) It changes the attitudes, values and beliefs of employees so that 
employees themselves can identify and implement the technical, 
procedural, structural or other changes required to improve the 
functioning of the company. 

(4) It changes the organization in a particular direction toward improved 
problems solving, responsiveness, quality of work and effectiveness. 

According to Newstrom and Keith Davis, the following are the 
distinguishing characteristics of OD approach:- 

(a) Humanistic Values:- 

All humans desire expansion of their skills and increase their 
contribution. This is the assumption of OD approach. For this, there is 
need for open communication to have interpersonal trust, shared power 
and constructive confrontation. 

(b) Use of a change agent:- 

The agent is the person, who stimulates and coordinates change. 
He remains free but he encourages change within the system. Outside 
change agent may be objective and experienced. Any manager may act 
as a change agent and initiate change. But outside agent may also be 
appointed, he requires full coordination from the organization and from 
everybody. He suggests some improvements efforts which should be 
accepted by top management. 

(c) Problem Solving :- 

OD emphasizes the process of problem solving. IT trains participants 
to identify and solve problems that are important to them. These may be 
related to their job or to their relationships. This requires employees to 
locate the areas of problems; gather data about them, suggest solutions 
in order to work better. There is also need to assess, progress and make 
ongoing adjustments. 

(d) Experiential learning:- 

This is learning based on experiences. Our experiences tell us our 
mistakes if any and we can learn from these mistakes.Avoiding error and 
injustice to any can make management more efficient and effective. 



(e) Interventions at many levels:- 

The general goal of organizational development is to build more 
effective organization i.e. to adopt new processes and improve. Whatever 
problems occur, they can be solved immediately. This can make the 
organization more effective. 

(f) Contingency Orientation:- 

This is the approach to take decisions on the spot. There is no fixed 
programme in advance. 

In sum, various authors have attempted to clarify the chief 
characteristics of OD. They are:- 

(1) OD is an educational strategy which attempts to bring about a 
planned change. 

(2) It is related to real organizational problems instead of hypothetical 
classroom cases. 

(3) It uses sensitivity training methods and emphasizes the importance 
of experimentally based training. 

(4) It's change agents are almost external consultants outside of the 
organization. 

(5) External change agents and internal organization executives 
establish a collaborative relationship i~volving mutual trust and 
influence, and jointly determined goals. 

(6) External change agents are humanists seeking to establish a social 
and altruistic philosophy within an organization. 

(7) The goals that the change agent seeks to accomplish through OD 
tend to reflect Theory 'y', he aims for better conflict resolution, 
increased understanding and more considerable leadership. 

(8) The organizational changes sought are usually the result of some 
"exigency or outside problem." 

French and Bell suggest that OD contains more of:- 

(a) An emphasis, although not exclusively so, on group and 
organizational processes in contrast to substantive content. 

(b) An emphasis on the work-team, as the key unit for learning more 
effective models of organizational behaviour. 

(c) An emphasis on the management of the culture of the total system 
and total system ramifications. 

(d) The use of the action research model, i.e. the process of diagnosing 
problems; gathering, analyzing and exploring data and planning 
and taking action. 



(e) The use of a behavioural scientist change agent (initiator of change 
behavior) or catalyst; and 

(f) A view of the change effort as an ongoing process. 

Check your progress:- 

(2.1. Explain the characteristics/Features of OD. 

11.4 Assumptions of organizational Development (OD) 

OD as a concept is based on different assumptions:- 

(1) Individuals:- 

(a) People want to grow and mature. 

(b) Employees have to offer (e.g. energy and creativity) that is at present 
not being used at work. 

(c) Most employees desire the opportunity to contribute i.e. they desire, 
seek and appreciate empowerment. 

(2) Groups:- 
Groups and teams are crucial to organization success. Group 

influences individual behaviour. Group pressure moulds individual but that 
requires skill. 
(3) Organization:- 

Excessive controls, policies and rules are detrimental. Authorities 
can handle conflicts in functional way. Individual goals and organizational 
goals can be merged. 

Management and individual employees should work together for 
betterment. There are many issues inOD:- 

(a) Employee development 

(b) Manager Selection 

(c) Leadership Styles 
(d) Organization Structure 

(e) Better Communication 

(f) Interpersonal Relations 

For French and Bell, OD is a long-range effort to improve and 
achieve better culture of work. 

Check your progress: 

Q.1. Explain the assumptions of OD. 



11.5 Goals or Objectives of organizational Development 

(OD) 
According to French, some of the common goals of OD programmes 
are: r 

(1 ) To develop a self-renewing, viable system which can be organized 
in a varietyof ways, depending on the tasks, that are to be performed. 

(2) To increase the level of trust and support among an organization's 
members. 

(3) To create an environment in which authority assigned role is 
augmented by authority based on knowledge and skill. 

(4) To increase the openness and authencityof communication laterally, 
vertically and diagonally. 

(5) To increase the level of self and group responsibility in planning and 
implementation. 

(6) To optimize the effectiveness of both the stable and temporary 
systems through which much of an organization's work is 
accomplished by built-in and continuous improvement mechanisms. 

(7) To more towards high collaboration and low competition between 
interdependent units. 

(8 )  To create conditions in which conflict is effectively managed. 

(9) To reach the point where decisions are taken on the basis of an 
information source rather than an organizational role. 

(10) To enhance the identification of members and groups with the 
organization as a whole 

(11) To assit managers in setting challenging but realistic goals for 
themselves. 

The typical OD programme is aimed at changing the attitudes, values 
and beliefs of the employees so that they themselves can identify and 
implement organizational changes. 

According to Margulies and Raia, "OD technology is aimed at 
developing new organizational learning and new ways of coping and 
dealing with problems." The primary aim of the OD is to improve the 
productivity, morale and satisfaction of employees in an organization. 

The other important objectives of OD according to Margulies and Raia 
are:- 

(a) Increasing the level of tmst and mutual emotional support among all 
organizational members. 



(b) lncreasing the incidenceof confrontations of organizational problems 
both within groups and among groups in contrast to 'sweeping 
problems under the rug.' 

(c) Creatingan environment in which the autholity is based on knowledge 
and skill. 

(d) lncreasing the openness of communication, laterally, vertically and 
diagonally. 

(e) lncreasing the level of enthusiasm and personal satisfaction among 
the employees in the organization. 

(9 Finding the probable solutions to problems with greaterfrequency. 

(g) lncreasing the level of self and group responsibility in planning and 
implementation. 

OD is a way of looking at the whole human side of organizational life. The 
emphasis of OD on human dimensions of organization is reflected in the 
following main humanistic values:- 

(1) To provide opportunities for people to function as human beings 
rather than mere inputs in the production process. 

(2) To provide opportunities for each organization member, as well as 
for the organization itself, to develop to the full potential. 

(3) Attempting to increase the effectiveness of the organization in terms 
of all of its goals. 

(4) To create an environment in which it is possible to find exciting and 
challenging work. 

(5) To provide opportunities for people in organizations to influence the 
way in which they relate to work, the organization and the 
environment. 

(6) To treat each human being as a person with a varied set of needs, 
all of which are important in his work and in his life. 

Check Your Progress:- 

Q.1. Explain the goals!objectives of OD. 

11.6 Process of Organizational Development 

Programme 

The process of OD is complex and it involves the following steps:- 



(a) Initial diagnosis :- 

The consultant meets with top management to determine the nature 
of the firm's problems, to develop the OD approaches most likely to be 
successful and so to ensure the full support of top management. During 
this step, the consultant may seek inputs by means of interview with various 
people in the organization. 

(b) Data Collection:- 

Surveys may be made to determine organizational climate and 
behavioural problems. 

(c) Data feedback and confrontation:- 

Data collected are analyzed and reviewed by various work grol;ps 
formed forthis purpose in order to mediate in the areas of disagreement 
or confrontation of ideas or opinions and to establish priorities. 

(d) Selection and design of Interventions:- 

The interventions are the planned activities that are introduced into 
the system to accomplish desired changes and improvements. At this 
stage, the suitable interventions are to be selected and designed. 

(e) Implementation of Intervention:- 

The selected intervention should be implemented. Intervention may 
take the form of workshops, feedback of data to the participants, group 
discussions, written exercises, on-the -job activities, redesign of control 
system etc. lnterventians are to be implemented steadily as the process 
is not a "one-short, quick cure" for organizational malady. But it achieves 
real and lasting changes in the attitudes and behaviour of employees. 

(f) Action planning and problem solving:- 

Groups prepare recommendations and specific action planning to 
solve the specific and identified problems by using data collected. 

(g) Team building:- 

The consultantsencourage the employees throughout the process 
to form i ~ t o  groups and teams by explaining the advantages of the teams 
in the OD process, by arranging joint meetings with the managers, 
subordinates etc. 

(h) Intergroup Development:- 

The consultants encourage the intergroup meetings, interaction etc. 
after the formation of groupslteams. 



(i) Evaluation and Follow-up:- 

The organization evaluates the OD programmes, find out their utility, 
develop the programmes further for correcting the deviations andlor 
improved results. The consultants help the organization in this respect. 

All the steps in the OD processes should be followed by the 
organization in order to derive full range of OD benefits. 

Check Your Progress:- 

Q.1. Explain the process of OD programme. 

11.7 Organizational Development Intervention 

Techniques 

(1) Sensitivity training:- 

Sensitivity laboratory or T group training is the oldest technique, 
Sensitivity training's basic aim is to increase the participant's insight into 
his or her own behaviour and the behaviourof others by encouraging an 
open expression of feelings in the trainer-guided 't' group (t stands for 
trainee). Emotions are freely discussed. The participants (usually 15) tell 
one another how their behavior is perceived. They focus on present 
behavior. Aclimate of 'psychological security' is therefore necessary if 
participants are to feel safe enough to expose theirfeelings, to drop their 
defenses and to try out new ways of interacting. 

(2) Team building:. 

A group's performance i s  observed and then shared with the 
members. Each member examines, explains and analyzes the data. The 
team as a whole develops specific action plans or solutions for solving 
the team's problems. 

Each member thinks and suggests improved ways of doing. The 
members also discuss about the obstacles in the way of improvement. 
The leader also finds the level of willingness of each member and 
programmes accordingly. The group then explores and discusses the 
issues, examines and begins working on some solutions. 

(3) Survey research:- 

Another human OD technique requires that employees should fill 
attitude surveys. These surveys indicate the attitude to work. The data 
are then used as feed back to the work groups as a basis for problems 
analysis and action planning. Management also becomes active and 



aware of the problems the organization has and also thatthere is need to 
solve them. Such survey research helps the employees to know 
themselves and also the management to reach better solutions. 

(4) Techno- Structural technique:- 

Apart from human beings, thettechnology of the production also has 
to be improved. The focus is on productivity improvement and efficiency. 
The structure is redesigned and the new one is implemented. 

(5) Managerial grid:- 

The managerial grid identifies a range of management behaviour 
based on the different ways that how productionlservice oriented and 
employee-oriented states interact with each other. Managerial grid is also 
called as instrumental laboratory training as it is a structured version of 
laboratory training. It consists of individual and group exercises with a 
viewto developing awareness of individual managerial style, interpersonal 
competence and group effectiveness. Thus, grid training is directly related 
to the leadership styles. The managerial grid fohuses on the observations 
of behaviour in exercises specifically related to work. Participants in this 
training are encouraged and helped to appraise their own managerial 
style. 

Check your progress:- 
I 

Q.? . Discuss the OD intervention techniques. 

11.8 Benefits and Limitations of Organizational 

Development (OD) 

The chief advantage of OD is that it tries to deal with changes in a 
whole organization or a major unit of it. In this manner, it accomplishes 
more widely dispersed improvement: other benefits include improved 
motivation, productivity, quality of work, job satisfaction, teamwork and 
resolution of conflict. There also are reduced negative forces such as 
absenteeism and turnover. 

General Motors (GM) used OD to improve the effectiveness of its 
management system. 

At GM's Oldsmobile division, the OD program reduced absenteeism 
and turnover, the Chevrolet group improved employee job satisfaction; 
and the Buick division, using a job enrichment program, increased 



productivity, reduced petty grievance, improved departmental morale, and 
facilitated better interpersonal relationships. 

OD is not restricted to business but is widely practiced in the military, 
as an autocratic, mechanistic organization with values apparently 
incompatible with OD technologies. The U.S. army tried a number of new 
managerial approaches, including OD, which the army named 
'Organizational Effectiveness" (OE). Among the techniques employed 
were team building, goal setting and developmental efforts based on 
surveys. These decentralized and flexible OE efforts had the strong support 
of top management, which may have been an important factor and the 
effectiveness of the programs perceived by respondents in a study. 

As with any complex program, OD has problems and limitations. It 
is time consuming and expensive. Some benefits have a delayed payoff 
period, and an organization may not be able to wait that long for potential 
benefits. Even when a professionally capable consultant is used, on OD 
program may fall flat. There are charges that participants are sometimes 
coerced toward group attitudes and conformity. There are other charges 
that excessive emphasis is given to behavioural processes rather than to 
job performance. Group processes seem tobe given priority over needs 
of the organization. 

A notable limitation of OD is that it may be more compatible with the 
humanisticvallies in the United States and Scandinavian countries than 
with the dominant values in Japan, Latin American and Africa. 

In Sum, the main benefits and limitations of OD are as follows: 

Benefits of 0D:- 

(a) Change throughout organization 

(b) Greater motivation 

(c) Increased productivity 

(d) Better quality of work 

(e) Higher job satisfaction 

(f) Improved teamwork 

(g) Better resolution of conflict 

(h) Commitment to objectives 

(i) Increased willingness to change 

(i) Reduced absenteeism 

(k) Lower turnover 

(I) Creation of learning individuals and groups 

Limitations of 0D:- 

(1) Major time requirements 



(2) Substantial expenses 

(3) Delayed payoff period 

(4) Possible failure 

(5) Possible invasion of privacy 

(6) Possible psychological harm 

(7) Potential Conformity 

(8) Emphasis on group processes rather than performance 

(9) Possible conceptual ambiguity 

(10) Difficulty in evaluation 

(11) Cultural incompatibility 
Check your Progress:- 

Q.1. Explain the benefits and limitations of OD. 

11.9 Introduction, Meaning and Definitions of 

Organizational Change 

Change is the law of nature. It is a necessary way of life in most 
organizations for their survival and growth. Though there may be some 
discontentment, during the early days of the change, persons learn to meet 
the change and adapt themselves to the changing situations, hence, 
resistance the change would be a short-term phenomenon. 

Man has to mould himself continuously to meet new demands and 
face new situations. Despite the fact that change is a persistent 
phenomenon, it is a common experience that people resist change, 
whether in the context of their pattern of life or in the context of theirwork 
situation in an organization. 

The term 'Organizational change' implies the creation of imbalances 
in the existanct pattern or situation. Adjustment among people, technology 
and structured set up is established when an organization operatesfor a 
long time. People adjust with theirjobs, working conditions, colleagues, 
superiors etc. Similarly, an organization establishes relationship in the 
external environment. Change requires individuals and organizations to 
make new adjustments. Complexity and fear of adjustment give rise to 
resistance and problem of change. Human resource isan important factor 
in the adjustments among individuals as well as between the organization 
and environment, as an organization is mostly composed of people. 
Individual members can resist either individually or in group. 



Change could be both reactive and proactive. A proactive change 
has necessarily to be planned to attempt to prepare for anticipated future 
challenges. Areactive change may be an automatic response or a planned 
response to change taking place in the environment. 

Check your progress:- 

(2.1. Explain the meaning of organizational change. 

11.10 Types of Changes 

Changes can be broadly divided into:- 

(a) Work change 

(b) Organizational change 

(c) Work Change:- 

It includes changes in machinery, working hours, methods of work, 
job enlargement or re-engineering. Change may also be in the working 
hours like morning shifts, evening shifts, operation of the organization on 
Sundays/ Holidays. 

(d) Organizational Change:- 

Changes relating to organization include change in employees due 
to transfers, promotion, retrenchment, lay-off, restructuring organization, 
introduction of new products or services, imposition of regulation, changes 
in organizational goals or objectives etc. 

Check your progress:- 

Q.1. Explain the types of change. 

11.11 Reasons for change 

Changes in organization are a must whether brought about 
deliberately or unwillingly. The reasons for change are categorized as 
follows:- Changes in business conditions, changes in managerial 
personnel, deficiency in existing organizational patterns, technological and 
psychological reasons, government policy, size of the organization etc. 



Check your progress:- 

Q.1. Examine the reasonsfor change. 

11.12 Response to Change 

Work change does not produce direct adjustment. Instead it operates 
through each employee's attitude to produce a response that is 
conditioned by feelings toward the change. People often show this 
attachment to the group by receiving it in some uniform response to the 
change, though they individually interpret the change d~fferently. This 
response makes possible some illogical action like mass walk-outs when 
obviously only a few people actually want to. Agroup develops response 
in response to its member's conflicting attitudes towards change. 
Therefore, each pressure encourages counter pressure within the group. 
The net result is a self-correction mechanism to restore balance wherever 
change threatens. Thus, people act to establish a steady state of need 
fulfillment and to protect themselves from disturbancF of that balance. 

Every change is likely to have some cost as well as bring additional 
benefits to the organizations. Organizations introduce change when the 
benefits (additional benefits derived due to change) are relatively more 
than the cost (additional cost incurred due to change.) Cost and benefits 
are not only economic but also social, psychological, environmental etc. 

Check your progress:- 

Q.1. Write a brief note on response to change. 

11.13 Resistance to Change 

The basic problem in the management to change is the study of 
causes of resistance to change. Despite the fact that change is a persistent 
phenomenon, it is a common experience that employees resist change 
whether in the context of their pattem of life or in the context of their situation 
in the organization. The best example is resistance of employees to 
computerization. Change of and type requires readjustment. 'Man always 
fears the unknown, and a change represents the unknown.' 



Reasons for resistance:- Some of the important reasons for 
resistance to change are as follows: 

(1) Economic reasons:- Economic reasons for resistance are 
classified into three groups. They are:- 

(a) Fear o f  reduction in employment:- Due to change in technology, 
methods of work, quantity or quality of work etc. This fear leads to 
resistance to change on the part of people. Opposition to automation 
is an example to it. 

(b) Fear to  demotion:- Employees may fear that they may be demoted 
if they do not possess the new skills required for theirjobs, afier the 
introduction of change. Hence, they prefer 'status quo.' 

(c) Fear of workload:-Change in work technology and methods may 
lead to the fear that workload will be increased while there will not 
be any corresponding increase in their salaries and benefits. This 
feeling creates resistance to change. 

(2) Personal reasons:- Personal reasons for resistance are also divided 
into three classes:- 

(a) Need for training:- If change in technology and work organization 
necessitates training and re-learning on the part of employees, it 
may lead to resistance, as all do not like to go for refresher and 
retraining courses off and on. 

(b) Boredom and Monotony:- If the proposed change is expected to 
lead to greater specialization resulting in boredom and Monotony, it 
may also be resisted by employees. 

(c) No participation i n  change:-Some employees resist any change 
as they are critical of the situation and they are not being given any 
part in decision-making process for change. When they do not 
understand fully the implications of change, they resist it. 

(3) Social Reasons:- Social reasons for resistance are also classified 
into three groups. They are:- 

(a) Need for new social adjustment :- An organizational change 
requires new social adjustment with the group, work situation and 
new boss etc. All individuals are not ready to accept this challenge. 
Some people refuse transfers and promotionsfor this reason only, 
as they will have to break their present social ties. 

(b) Taking change as imposed from outside:- Some employees 
take any change as imposed from outside upon them. 

(c) Other considerations:- Some employees may consider that every 
change brought about is for the benefit of the organization only and 



not forthem, their fellowworkers or even the general public. Hence, 
they resist the change. 

Resistance from the side of Managers:- 

It is not a common fact that change is always resisted by the 
employees only. Managers, also resist change sometimes. Any change 
sets in new tension, stress and strains over them is normally resisted by 
managers. The feeling of uncertainty, whether they will be able to handle 
new circumstances successfully or not, motivates them to resist. 

Check your Progress:- 

Q.1. Describe the reasons for resistance to change. 

11 . I4  ~ p p x c h e s  to organizational change 

Management has to take the following steps to implement the 
change successfully: 

(1) Participation of employees:- 

Before introducing any change, the employees should be fully 
consulted and they must be made a party to any such decision. The 
meaning and purpose of the change must be fully communicated to those 
whowill be affected by it. Enough iime should be allowed for discussion, 
and pros and cons of the change should be explained, in detail, to 
employees. 

(2) Planning for change:- 

Before implementing any change, the management should plan for 
it. Employees should get an opportunity to participate both in planning the 
change and installing it. This will help the group of the affected employees 
to recognize the need for change and thus prepare them for receiving it 
without any fear. 

(3) Protecting Employee's Interests:- 

Management should ensure that employees are protected from 
economic loss, loss in status or personal dignity. If those things are 
protected, the degree of resistance to change will be at the lowest ebb. 

(4) Group Dynamics:- 

Group dynamics refers to ever changing interactions and 
adjustments in the mutual perceptions and relationships among members 
of the groups. Such group interactions are the most powerful instruments 
which facilitate or inhibit adaptation to change. Adaption is a team activity, 
which requires conformity to the new group norms, moves, traditions and 



work patterns, If these couid be positively articulated by management, the 
results are likely to be more successful and durable. 

(5) Cautions and slow introduction:- 

The management should not introduce any change suddenly and 
abruptly. It must be an objective for the management to build in the 
organization an awareness of change and an ability to forecast it, and 
also to construct an attitude of welcoming change. Change must be 
introduced in sequential parts, if possible, the results must be reviewed, 
and required adjustments must be made in it. 

(6) Positive Motion :- 

The management should use the policy of positive motivation to 
counteract negative resistance. It should be the attempt of the management 
to make the job easier and less exerting. The management should impart 
proper training to its employees in new technique and work knowledge 
etc. The leadership styles should also be supportive and human oriented. 
This policy will also bring down the resistance to change. 

(7) Sharing the benefits of change:- 

Any change whether technical, social or economic will be least 
resisted by the employees if the management permits the employees to 
share benefits which arise out of the change. So, the management must 
see that employees are not only assured of it, they are given due advantage 
of it as well. 

(8) Training and development:- 

Management should plan for change. Eased on the change plan, 
the job should be redesigned. Management should train the employees 
before-hand and prepare the employees to invite change. Normally, trained 
and developed employees will not resist change as they can not keep 
quiet with enriched skill and knowledge. 

(9) Career Planning and development:- 

Organization on the basis of change plans and redesigned jobs 
should plan for careers of employees, possibilities to move the employees 
to the higher levels and develop them. The developed employees for future 
careers demand the management to implement change. 

(10) Organization development:- 

OD aims at moulding and development of employees in the 
psychological and behavioral areas with a view to achieve organizational 
effectiveness. Employees with enriched behaviours welcome the 
change. 



Check your Progress:- 

Q.1. Explain the approaches to organizational change. 

11.15 Principles of change 

Management should follow the under mentipneb principles of 
change:- 

(a) Understanding the change itself, its purpose, its benefitsand then 
making them understand to the employees 

(b) Estimating the reasonsfor the possible resistance to change and 
preparing to allay their fears 

(c) Mindful of channels of authority. 

(d) Preparedness for all the questions and criticism. 

(e) Listening to the suggestions and criticism of employees and 
incorporating them in the scheme as far as possible. 

(9 Creating interest in them, convincing them and preparing them. 

(g) Keeping in touch with the process of change. I 

11.16 Planning and Implementing Change 

Management is often called a change agent, as its role is to initiate 
the change and help make it work successfully. Employees support is 
most essential in implementing the change successfully as they are at the 
helm of affairs, though the management is an agent of change. 
Implementation is the institutionalization and internalization of change after 
it has been accepted by an organization and a decision has been taken 
to accept and make it part of the on-going activity. Institutionalization is 
making the change permanent part of organization and internalization 
means stabilization of the change. The implementation process should 
start with planning. The three important stages of implementation of 
change process are:- 

(a) Monitoring the change. 

(b) Taking action in relation to the change 

(c) Making necessary adjustments in the programme accepted 
for Implementation. 



The main objective of planning is to have an overall understanding 
of the nature of implementation. Planning process refers to determining 
in advance the entire process of implementation of change phasing. 
Planning may be focused on phasing, Phasing may be either temporal 
(in terms of time) or spatial (in terms of various units or the locations of the 
organization). 

Processes:- 

Various processes involved in implementation should be decided 
in advance. Various stages of the process include initiation, motivation, 
diagnosis, information collection, deliberation , action proposal, 
implementation and stabilization. Attention should be paid to the process 
of collaboration, increasing the capability of the organization to face the 
problems of change, establishing the norms and values. 

Strategies:- 

Management should formulate various strategies for 
implementation. These strategies should focus on taking outsider's help, 
change agent, designing permanent organizational structures, unitllocation 
of the organization to be selected for initial process, openness with the 
environment etc. 

Monitoring:- 

It is the process of "routine periodic measurement of programme 
inputs, activities and outputs undertaken during programme 
implementation. Monitoring is normally concerned with the procurement, 
delivery and utilization of programme resources, adherence to work 
schedules or progress made in the production of outputs. Monitoring is 
essential to make implementation effective. 

Implementation team:- 

A broad based task group of implementation should be set-up to 
look afterthe implementation of the change programme and monitor such 
programme. HRD department of the organization may be asked to take 
up this responsibility. 

Minimum Control:- 

Controls should be minimum in order to make the monitoling effective, 
On the one hand, it is a control function and on the other it also attempts to 
develop new norms of creativity, diversity and experimentation. 

Review and feedback:- 

Implementation requires reviewing various process and provide 
feedback. It involves getting data, information and experiences and 



providing feedbackto the people on how they are implementing compared 
to the design and plans. 

Dissemination of Information:- 

The data, information, experiences collected in the various units1 
processes of the organization may be provided to all the parties of change 
implementation with a view to reinforce a sense of success amongst 
various people. 

Action:- 

Action covers all the minute details of what is to be implemented at 
different stages. This process involves various phases and steps for 
people and various group tasks in relation to change programme. 

Adaptation:- 

Adaptation is the combination of two main criteria of effectiveness 
of implementation.Adaptation may be both general in the sense that some 
modifications may be made in the original plan and some may be 
developed at later stage. 

Support:- 

Various types of support from all concerned will be required forthe 
implementation of change. 

Main agencies which render the necessary support are:- 

Human resource development:- 

Effective implementation of change requires new and varied 
technical, managerial and behavioral skills and knowledge. Human 
Resource Development can contribute forthe enhancement of these skills 
through training, execljiive development and organization development 
programmes. 

Resources:- 

Implementation requires support in the form of various fields like 
financial, human resources, technological etc. 

Linkages:- 

Support may also be required in terms of building linkages both 
with external experts, various external agencies and internal departments. 
Linkage among departments, implementation teams, line management 
and top management is essential. 

To management Commitment:- 

The most important aspect of support essential for implementing 
change is the support and commitment of top management. Top 
management should involve itself in the process of change 
implementation, encourage the implementation team, provide all types of 
resources. 



Management has to get the support from employees through the following 
means:- 

(a) Encouraging and using group force. 

(b) Development of leadership for change. 

(c) Encouraging participation and sharing views 

(d) Maintenance of Employee's security. 

(e) Effective communication. 

(f) Participation and working with the unions 

(g) Working with the total system of the organization which requires 
adopting useful and necessary changes. 

(h) Changing by evolution but not by revolution. 

(i) Adopting the change with adequate attention to human relations. 

(i) Identifying and taking care of post change problems. 

Check your progress:- 

Q.1. Write a brief note on planning and implementing change. 

11.17 Summary 

OD is a comprehensive behavioural science based approach, 
aimed at improving the effectiveness of an organization through systematic 
and behavioral patterns of an organization. It is planned intervention of 
developing organizational culture and oiganizational ethos. It is concerned 
with the planning and implementation of programmes designed to improve 
the effectiveness with which an organization functions and responds to 
change. 

Change is necessary for sustained growth and development of any 
organization. People have to develop their skills and knowledge to adjust 
with new technology. In today's time, adjustment to global demands and 
production is absolutely necessary to survive. 

11.1 8 Glossary 

( 1 )  Organization:-A process of gathering resources to achieve final 
objectives. 

(2) Organizational Change:- A process of adjustment to emerging 
needs. 



(3) Organizational development: an effective process of change or 
final outcome of change in the process of organization. 

(4) Change Agent:- Outside or inside intervention 

(5) Sensitivity training:- Learning to be more alert towards other's 
behaviour. I 

(6) Team building:-Sharing experiences with others in the team. 

(7) Survey research:- Using research findings or observations in 
making adjustment. 

11 . I9  Suggested Readings 

(1) P.Subba Rao- Essentials of Human Resource Management and 
Industrial Relations. 

(2) Gary Dessler - Human Resource Management , 

(3) Mamoria and Gankar - Personnel Management 

(4) Stephen p. Robbins- Organizational ~ehavior 

11.20 Question Pattern 

Q.1 Define organizational Development (OD).Explain its Characteristics 
and assumptions. 

Q.2 Explain the OD intervention techniques. 

Q.3 Discuss the goalslobjectives of OD. 

Q.4 Explain the benefits and limitations of OD. 

Q.5 What do you mean by Organizational Change? Explain the reasons 
for resistance to change. 

Q.6 Write a brief note on planning and implementing change. 
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12.0 Objectives 

1) To enable the students understand the meanings of the concepts: 
Training, Learning and development. 



2) To acquaint the students with the principles, need, benefits, areas, 
types, and methods of training. 

3) To familiarize students with principles and characteristics of learning 
process and also the need, methods and benefits of management 
Development. 

12.1 Introduction 

Every organization needs to have well-trained and experienced 
people to perform the activities that have to be done. If the current or 
potential job occupant can meet this requirement, training is not important. 
But when this is not the case, it is necessary to raise the skill levels and 
increase the versatility and adaptability of employees. Inadequate job 
performance or a decline in productivity or changes resulting out of job 
redesigning or a technological break through require some type of training 
and development efforts. As the job becomes more complex, the 
importance of employee development also increases. In a rapidly changing 
society, employee training and development are not only an activity that is 
desirable but also an activity that an organization must commit resources 
to if it has to maintain a viable and knowledgeable wor'icforce. 

Training is based on learning process. Training causes learning, a 
process that takes place within the trainee, in which behavioural changes 
occur as a result of experience. 

12.2 Meaning and Definitions of Training 

Training is one of the important aspects of manpower development. 
It has gained significance since 1960s and continues to be of growing 
importance for organizations today. 

Training is normally viewed as a short term educational process 
utilizing a p!anned, systematic and organized procedure by which non- 
managerial personnel acquire the technical knowledge and skills 
necessary for increased effectiveness in achieving organizational goals. 

In simple words, training is a process of developing or imparting 
skills, knowledge and changing attitudes so as to increase individual and 
organizational effectiveness. 

Training is a process of learning a sequence of programmed 
behaviour. It is an application of knowledge. It gives people an awareness 
of the rules and procedures to guide their behaviour. It attempts to improve 
their performance on the currentjob or prepare them for some futurejob. 
Training improves, changes, moulds the employee's knowledge, skill, 
behaviour, aptitude and attitude towards the requirements of the job and 
organization. Training refers to the teaching and learning activities carried 



on for the primary purpose of helping members of an organization, to 
acquire and apply the knowledge, skills, abilities and attitudes needed by 
a particular job and organization. 

Thus training bridges the differences between job requirements and 
employee's present specifications. 

Training may be defined as any organizationally planned effort to 
change the behaviour or attitude of employees so that they can perform 
jobs on acceptable standards. Training provides knowledge and skills 
required to perform the job. 

Training is the watchword of present dynamic business world. The 
industriallmanagement training is practical in nature. It relates to 
knowledge, information, technical skills, social skills, administrative skills 
and attitude building. 

Training implies providing knowledge in advance, improving 
employee performance by increasing employee's ability to perform through 
learning, and imparting specific skills, abilities and knowledge to 
employees. Training is for developing overall efficiency of an industrial 
unit. Expenditure on training is an investment for manpower development 
and gives rich dividend in the long run. Training is an opportunity given to 
an employee to learn, grow and develop forjobs at higher levels. It is an 
opportunity for and self-improvement and development. Training of 
employees is the responsibility of the management. It has to incur 
expenditure and create necessary infrastructure for employee training. 
"Born managers are good, but trained managers are better." 

Definitions of Training:- 

According to Edwin Flippo, training is "the act of increasing the 
knowledge and skill of an employee for doing a particular job." 

Dale. S. Beach define the training as "the organized procedure by 
which people learn knowledge and lor skill for a definite purpose." 

In the works of Wayne Cascio, "Training consists of planned 
programs undertaken to improve employee knowledge, skills, attitudes 
and social behaviour so that the performance of the organization improves 
considerably." 

Check Your Progress:- 

Q.1. Explain the meaning of Training Define the term Training. 



12.3 NeedlObjectiveslPurpose of Training 

(1) To raise efficiency and productivityof employees and the organization 
as a whole. 

(2) To create a pool of well-trained capable and loyhl employees 
t 

(3) To provide opportunities of growth and self-development . 

(4) To avoid accidents and wastages of all kinds. 

(5) To meet the challenges posed by new development in the field of 
science and Technology. 

(6) To improve the quality of production. 

(7) To develop cordial labor-management relations and thereby to 
improve the Organizational environment. 

(8) To develop positive attitude and behavior pattern. 

(9) To prevent manpower obsolescence in an organization. 
(1 0) l o  develop personal qualities among employees. 

(11) To bridge the ever increasing gap between planning and 
implementation of projects. 

(12) To facilitates exchange of views and ideas between superiors and 
subordinates. 

(13) To create reserve managerial force to face' the problems of , 
absenteeism, labor turnover etc. 

Check your Progress:- 

Q.1. Explain the need/objectives/purposes of Training. 

12.4 Principles of Traininq 

Certain general principles need to be considered while organizing a 
training programme for Example:- 

(1) Trainees in work organizations tend to be most responsive to training 
programmes when they feel the need to learn, i.e. the trainee will be 
more eager to undergo training if training promises answers to 
problem or needs he has as an employee 

(2) Learning is more effective where there is reinforcement in the form 
of rewards and punishments i.e. , individuals do things that give 
pleasure and avoid things that give pain. 

(3) In the long run, awards tend to be more effective for changing 
behaviour and increasing one's learning than punishments. 



(4) Rewards forthe application of learned behavior are most useful when 
they quickly followthe desired performance. 

(5) The larger the reward for good performance following the 
implementation of learned behaviour, the greater will be the 
reinforcement of the new behaviour.. 

(6) Negative reinforcement, through application of penalties and heavy 
criticism following inadequate performance, may have a disruptive 
effect upon the learning experience of the trainee than positive 
reinforcement. 

(7) Training that requests the trainee to make changes in his values, 
attitudes and social beliefs, usually achieves better results if the 
trainee is encouraged to participate, discuss and discover new, 
desirable behaviour norms. 

(8) The trainee should be provided with 'feedback' on the progress he 
is making in utilizing the training he has received. 

(9) The development of new behaviour norms and skills is facilitated 
through practice and repetition. 

(10) The training material should be made as meaningful as possible. 
The National Industries Conference Board, U.S.A. states some other 
principles like:- 

(a) The purpose of training is to help meet company objectives by 
providing opportunities for employees at all organizational levels to 
acquire the requisite knowledge, skills, and attitudes. 

(b) The first step in training is to determine needs and objectives. 

(c) The objectives and scope of a training plan should be defined before 
its development is begun in order to provide a basis of common 
agreement and co-operative action. 

(d) The techniques and processes of a training programme should be 
related directly to the needs and objectives of an organization. 

(e) Training is properly the responsibility of any one in the management 
who wants to attain a particular objective. 

(9 The purpose behind the training of personnel is to assist line- 
management in the determination of training deeds and in the 
development, administration, conduct and follow-up of training plans. 

(g) To be effective, training must use the tested principles of learning. 

(h) Training should be conducted in the actual job environment to the 
maximum possible extent. 

Check Your Progress:- 

Q.1. Explain the principles of Training. 



12.5 Areas of Training 

Training can be provided in the following areas:- 

(1) Knowledge:- Training in this area aims at imparting information 
and guidelines to do a job better. 

(2) Attitudes:- People develop attitudes towards their job and 
organization. Training is imparted to develop positive attitude 
towards the job and the organization. 

(3) Administrative and Conceptual Skills:- Training is provided to 
managerial personnel to develop administrative and conceptual 
skills. 

(4) SociallHuman Skills:- The employees are trained in inter-personal 
skills. This helps in dealing effectively both with outsiders and 
insiders. Members work as a team rather than just as mere 
individuals. 

(5) Technical Skills:- In this case, the candidate is provided with training 
in practical aspects of the job such as operating or repairing a 
machine, operating a computer etc. 

Check Your Progress:- 

Q.1. Describe the areas of training. 

12.6 IrnportancelAdvantageslBenefits of Training 

(A) Benefitsladvantages of training to Employer1Management:- 

(1 ) lmproves Efficiency:- Training raises the efficiency and productivity 
of managers and this leads to more productions and profit to 
employer. 

(2) lmproves Quality:-Training improves the quality of production. It also 
reduces the volume of spoiled work and wastages of all kinds. This 
reduces the cost of production. 

(3) Reduces Accidents:- Training reduces accidents as trained 
employees work systematically and avoid mistakes. 

(4) Lesser expenditure:- Training reduces expenditure on supervision 
as trained employees take more interest in the workand need limited 
supervision and guidance. 

(5) Stable labour force:- Training brings stability to labour force by 
reducing labour turnover among managerial personnel. 



(6) Higher morale:-Training raises the morale of employees. 

(7) Skilled manpower:-Training created skilled and efficient manpower 
i.e. team of managers. 

(8) Better relations:- Training moulds attitudes of employees and 
develops cordial labour management relations. 

(9) Reduces turnover:- Training reduces absenteeism as trained 
employees find theirjob interesting and remain present. 

(10) New techniques:- Training facilitates the introduction of new 
management techniques and also new production techniques. 

(11) Pool of capable employees:-Training creates a pool of trained and 
capable manpower for the benefit of the organization. 

(6) Benefits1 Advantages of training to  Employees:- 

(1) Confidence :-Training creates a feeling of confidence among 
employees. It gives personal safely and security to them. 

(2) Develops Skill:- Training develops skill which act as valuable 
personal assets of employees. 

(3) Quick Promotion:- Training provides opportunityfor quick promotion 
and self-development to managers. 

(4) Monetary benefits:- Training provides attractive remuneration and 
other monetary benefits to employees. 

(5) Problem Solving:- Training helps employees to make better 
decisions and effective problem solving. 

(6) Self-Management:- Training helps an employee to handle stress, 
tension, frustration and conflicts. 

(7) Rewards:-Trained employees are invaluable assets to the company. 
They contribute towards profit maximization and in turn they get 
rewards from the employers. 

(8) Updates knowledge:- Training develops adaptability among 
employees. It up-dates their information and skills. 

(9) Positive attitude:- Training develops positive attitude towards work 
and Creates attraction for the job and the workplace. 

(10) Attitude of Co-operation:-Training creates an attitude of mutual co- 
operation and under standing among the managers. 

(C) BenefitslAdvantages in Human Relations:- 

(1) Improved Communication:- Training ensures improved 
communication between groups and individuals. 

(2) Better orientation:- Training provides orientation for new employees 
and those taking new jobs through transfer or promotion. 



(3) Provides information:- Training provides information on opportunity 
in employment, governmental laws and administrative policies. 

(4) Pleasant atmosphere:-Training provides a good climate for learning, 
growth and co-ordination. It makes the organization a better place 
to work and live. , 

(5) Improves Morale:- Training improves interpersonal skills. It builds 
up a group of employees with high morale. 

Check Your Progress:- 

Q.1. Explain the benefitsladvantageslimportance of training. 

12.7 Types of Training 
4 

(1) lnduction Training:- 

It refers to introduction of a person to the job and to the organization. 
The main purpose of induction is to make the employee more comfortable. 
So that he can easily adjust to the new environment. 

lnduction is provided in the following respects:- 

(a) Introduction to existing employees. 

(b) A brief can be given about special achievement of the new employee 
to the other employee and also of the other employees to the new 
employee. 

(c) Making the new employee aware of the company background history, 
branches, products, market-share etc. 

(d) Information about the company's policies that is applicable to the 
new employee. 

(e) Providing on-the-job instruction, and assisting or advising in any work 
related matter. 

(f) Clarifying any doubts and answering any queries that a person may 
have about the job and the organization. 

(2) Job Training :- 

It relates to a specific job and gives information about the 
machines used, production process, methods used, instructions to be 
followed etc. This type of training helps to understand job and to develop 
skills. 



(3) Training for Promotion:- 

Promotion involves vertical transfer of an employee, followed by a 
change in authority, responsibility, status and pay. Therefore, training is 
required before actually joining the new position so that the employee 
can effectively and efficiently handle new tasks and challenges. 

(4)Refresher Training:- 

The purpose is to refresh professional skill, knowledge and 
experience of persons at higher executive positions. Refresher training 
provides information about new developments, techniques etc. Such 
training is necessary practically in all areas but is very useful for up-dating 
technical and specialized knowledge. 

(5)Corrective Training:- 

It is necessary when employees violate company rules. For example, 
absence without prior sanction or smoking in a 'No' smoking area etc. 
Here, punishmentldisciplinary action cannot change the behaviour of 
employee. The manager should handle the problem with treatment that 
corrects the outlook of employees. 

Check Your Progress:- 

(2.1. Explain the various types of training. 

- 

12.8 Methods of Training 

Methods of training for operative staff are as follows:- 

(1) Lectures:- 

Lectures refer to a presentation by the trainer on idea, concepts, 
theories and issues. This method concentrates on providing knowledge. 
It is economical because large number of participants can be trained at 
one time, saving cost in terms of man hours and money. Its major 
disadvantage is that it is difficult to know the extent of take-home learning 
because participants do not show active participation. 

(2) On-the-job training:- 

This training centers around the job. The trainee uses the machines 
and tools that he will use once the training is completed. The learning 
takes place in surroundings where he will, in future, be working. HE works 
with his future supervisors and gets familiarwith day-to-day operations. 
He can ask his difficulties to co-workers and take guidance form them. 
The supervisor also gives helping hand to him in the first few weeks. 



On-the-job training is easy, simple and economical. IT can be used 
conveniently in the case of easy and simple jobs at the lower levels. 
However, this training is not scientific. Even the atmosphere in the factory 
is not congenial for training purpose. 

(3) Training by Supervisor:- 

In the training by supervisor, the training of a newly appointed worker 
is treated as a specific responsibility of his immediate supervisor. This 
training method is better than the on-the-job training. Here, the training is 
more systematic and is given over a longer period. 

(4) Apprenticeship Training:- 

In this type of training, persons are recruited as trainees and are 
given elaborate theoretical training in the workshop. Demonstration for 
practical knowledge, visits to industrial units for wider exposure are also 
arranged. This develops skills among the trainees and they are made 
skilled workers during the training period. Apprenticeship training is for a 
year or so and is conducted with periodical tests and examinations. 

(5) Audio-Visuals:- 

Audio-visuals include T.V. Slides, video tapes and films. Within 
shortest possible time, it provides wide range of realistic examples of job 
situations. The presentation can be controlled and remains equal for all 
training groups. There is no flexibility of presentation and the audience 
can not raise doubts for classification. 

(6) Vestibule Training:- (Training at Training Centre):- 

Under this, training is given in a special school/workshop located in 
the factory itself. The teim vestibule means a chamber or a special room 
where training is imparted. This method attempts to duplicate on the job 
situations for training purpose. All facilities required for training( machines, 
tools, materials etc.) are available at the workshop and naturally the training 
is more systematic and elaborate. This training is costly. 

(7) Training Courses:- 

Companies introduce special training courses of short duration for 
their employees working at lower levels. Systematic training is given during 
such training courses. IT is given with the help of teaching aids including 
audio-visuals. 

(8) Job Rotation:- 

It refers to systematically moving employees from one job to another. 
It cuts down boredom and helps an employee to learn additional skills. 
This practice enables an employee to learn additional skills. This practice 
enables an employee to become a more broad-based versatile person. 
The management favors job rotation because newcomers are put on the 



job providing them wide exposure. Job rotation is particularly useful to 
those who are not growing as it gives them a fresh challenge and 
opportunity to prove themselves. Job rotation facilitates easy transfer to 
different administrative positions. 

Check Your Progress:- 

0.1. txpla~n the methods of tra~n~ng. 

12.9 Evaluation of Trainina Proaramrne 

Training programme needs periodical evaluation in order to judge 
its effectiveness and practical benefits. Such evaluation also facilitates 
certain modifications in the training programme, if necessary. Evaluation 
of training programme offers the following benefits1advantages:- 

(a) Result-oriented:- Evaluation makes training up-dated, practical 
and result-oriented. 

(b) Facilitates Suitable Changes:- It facilitates introduction of suitable 
modifications in the training programme. They may relate to course 
contents, duration and methods of training. 

(c) All-round benefits:- Expenditure on training gives good dividend 
to trainees and organization. 

(d) Adaptable:- It makes training as per the growing and changing 
needs of the organization. 

(e) Better Results:- Managements gets expected results from the 
training programmes. 

Check Your Progress:- 

Q.1. Write a brief note on evaluation of training programme. 

- 

12.10 Effectiveness of Training Programme 

Training Programme can be treated as effective, if it gives the 
following results:- 

(a) Improvement in efficiency and Productivity:- Increase in the 
overall efficiency and productivity of the business unit. 



(b) improved Performance:- Positive improvement in the work 
performance of employees after training. 

(c) Reduces absenteeism and turnover:- Reduction in the labour 
absenteeism and turnover. 

(d) Higher initiative:- Employees become more cooperative and work 
with more initiative and also with limited supervision. 

(e) Lesser accidents:- Reduction in the industrial accidents. 

( f )  Removal of Wastages:- Elimination of wastages of resources on 
materials, equipments, overtime payment etc. , 

(g) Sound labour relations:- Better discipline among employees, 
cordial labour-management relations and limited disputes. 

(h) Improved production:- Improvement in the quality and quantity of 
production. 

Check your Progress:- 

(2.1. Write a brief note on effectiveness of traiding programme. 

12.11 Training and Development 

Training is a process of developing or imparting skills, knowledge 
and changing attitudes so as to increase individual and organizational 
effectiveness. 

Development is viewed as a long term educational process utilizing 
a planned and systematic procedure by which managerial personnel 
acquire concepiual and theoretical knowledge for enhancing general 
administrative abilities. 

The major objectives of training and development programmes are:- 

(a) To improve individual and organizational performance. 

(b) To prepare personnel for advancement. 

Training is a process of learning a sequence of programmed 
behaviour. It is an application of knowledge. It gives people an awareness 
of the rules and procedures to guide their behaviour. ITattempts to improve 
their performance on the current job or prepare them for some future job. 

Development is a related process. It covers not only those activities 
which improve job performance but also those which bring about growth 
of the personality, help individuals in the progress towards maturity and 
actualization of their potential capacities. By this, they become not only 



good employees but better men and women. In organizational terms, it is 
intended to equip persons to earn promotion and hold greater 
responsibility. 

Training a person for a bigger and higher job is development. And 
this may well include not only imparting specific skills and knowledge but 
also inculcating certain desirable mental attitudes and habits. 

Training is a short-term process utilizing a systematic and organized 
procedure by which non-managerial personnel learns technical knowledge 
and skills for a definite purpose.. ... Development is a long-term educational 
process utilizing a systematic and organized procedure by which 
managerial personnel learn conceptual and theoretical knowledge for 
general purpose. 

Training refers only to instruction in technical and mechanical 
operations, while development refers to philosophical and theoretical 
educational concepts. Training is designed for non-managers, while 
development involves managerial personnel. 

In the words of Campbell, "Training courses are typically designed 
for a short term, clear-cut purpose, such as the operation of machinery, 
while development involves a broader education for long-term purpose." 

Training and development differ in 4 ways:- 

(a) 'What' is learned 

(b) 'Who' is learning 

(c) 'Why' such learning takes place 

(d) 'When' learning occurs 

The difference may be stated thus:- 

Development 

Managerial 
Personnel 

Theoretical, 
Conceptual Ideas 

General Knowledge 

Long- term 

Learning 
Dimensions 

Who? 

What? 

Why7 

When? 

Training 

Non-Manage r i a l  
Personnel 

Technical & 
M e c h a n i c a l 
Operations 

Specific job-related 
purpose 

Short-term 



Distinction between Training and Development 

Training is imparting education, knowledge and guidance so as to 
develop 'job skills among the operative staff. Development is providing 
wider exposure to managerial personnel and make them capable to face 
organizational problems boldly. 

Training relates to specific job and is for a short period. Development 
isgeneral in nature butwide in scope. It is a long term process for updating 
the knowledge and skills of executives. 

Training places more emphasis on on-the-job methods. 
Development places more emphasis on off-the -job methods. 

Training is not costly due to the use of internal methods and short 
duration. Management development is expensive due to the use of off- 
the-job methods and continuity in the training activity. 

Training is imparted mostly by the supervisors. Development is 
undertaken by superiors, outside experts and self. 

Training is given initially and afterwards when transfer is made1 
promotion is given and when new technology is introduced. Management 
development is a continuous activity. It is for refreshing knowledge and 
skills of executiveslofficers. 

Training places emphasis on the practicalltechnical aspects of the 
work assigned. Development places emphasis on conceptual and 
theoretical aspects and also on new developments in the management 
aspects of business. 

Check your Progress:- 

Q.1. Explain the difference between training and development: 

12.12 Need and Importance of Management/ Managerial 

Development 

(a) Talented and matured managers are not easily available. It is not 
possible to appoint managers from outside for the key managerial 
posts. The better alternative is to select talented persons as trainee 
managers and develop their qualities through special training and 
wider exposures. 

(b) The jobs of managers are now complicated and more challenging. 
They need varied skills for dealing with the complex organizational 



problems. For this, talented persons should be selected and proper 
training should be given to them. 

(c) Many managers are not fully acquainted with new developments such 
as computer applications and information technology. Managers 
should be given proper training and exposure in such developments. 

(d) Executive obsolescence occurs due to mental deterioration and 
ageing process. This can be corrected by offering self-development 
opportunities to managers. 

Check Your Progress:- 

Q.1. Discuss the Need and Importance of Management I Managerial 
Development. 

12.13 Benefits of Managerial Development 

Programmes (MDPS) 

(1) MDPS provide considerable intellectual stimulation. 

(2) MDPS keep the executives will-informed with latest developments 
in the field of business and technology. 

(3) Expenditure on managerial training is continuously rising. 

Check Your Progress:- 

Q.1. Explain the benefits of Managerial Development Programmes 
(MDPS) 

12.14 Methods of ManagementiManagerial 

Development 

(1) On-theJob Methods:-The methods used are available within the 
organization itself. Such as (a)Coaching and counselling;(b) 
understudy assignment; (c) Job rotation; (d) Delegation; (e) 
Appointment as 'Assistant to';(f) Membership of Committees, (g) 
Project assignment,(h) Promotions and transfers. 

(2) Off-the-Job Methods:- The methods used are outside the 
organization. For example, (a) University and Colleges; (b) 
Management institutions; (c)  Role playing; (d) case study; (e) 



Conferences and Seminars; (f) Simulation; (g) Management/ 
Business gams; (h)TV and video instructions. 

Check Your Progress:- 
Q.1. Explain the methods of Management/ Managerid Development. 

12.15 Meaning and Definitions of Learning 

Learning is an important process that is intimately related to training 
and development. 

Learning can be defined as relatively permanent change in behaviour 
as a result of experience and practice. 

Leaming has been defined by cognitive psychologists as the process 
of encoding, retaining and using information. It is due to this perception 
of learning, Howell and Cooke has characterized individuals as "Human 
Information Processors." 

According to Anderson. " Learning is a process of skill acquisitions." 

Training isan organized procedure bywhich people gain knowledge 
and acquire the skills they need for a definite purpose, "Training iswhat is 
done to the trainee." This training is based on learning process and 
"learning is that human process by which skills, knowledge, habits and 
attitudes are acquired and utilized in such away that behaviour is modified." 

In other words. training causes learning, a process that takes place 
within the trainee, in which behavioral changes occur as a result of 
experience. Learning can not be measured directly but the changes in 
behaviorthat occur as a result of experience can be measured. 

There exists a number of theories and concepts that describe 
learning. These may be divided into 2 major schools:- the connectionist 
and the cognitist. The connectionist theory believes that when the learner 
likes the situation, he repeats the action. Therefore, incentives or positive 
response stimulates the desire to learn more and more. 

While the cognitist believes that each learner has a goal in his mind 
and while learning he tries to achieve his goal. The trainer must consider 
this goal of the learnerso that he can establish the relationship between 
stimuli, responses and the individual goals. 

Check your Progress:- 

Q.1. Explain the Meaning of Learning. 



12.16 Principles of Learning 

(1) All human beings can learn. 

(2) An individual must be motivated to learn. 

(3) Learning is active but not passive. 

(4) Learning may acquire knowledge more rapidly with guidance. 
Feedback ensures improvement in speed and accuracy of learning. 

(5) Appropriate materials (like case studies, tools, problems, readings 
etc.) should be provided. 

(6) Time must be provided to practice learning. 

(7) Learning methods should be varied. Variety of methods should be 
introduced to off-set fatigue and boredom. 

(8) The learner must secure satisfaction from learning. Education must 
fulfill human needs, desires and expectations. 

(9) Learners need reinforcement of correct behavior. 

(1 0) Standards of performance should be set for the learner. 

(1 1 ) Different levels of learning exit. 

(12) Learning is an adjustment on the part of an individual. 

(1 3) Individual differences play a large part in effectiveness of the learning 
process. 

(14) Learning is a cumulative process. 

(1 5) Ego involvement is widely regarded as a major factor in learning. 

(1 6) The rate of learning decreases when complex skills are involved. 

(17) Learning is closely related to attention and concentration. 
(18) Learning involves long-run retention and immediate acquisition of 

knowledge. 

(1 9) Accuracy deserves generally more emphasis than speed. 

(20) Learning should be relatively based. 

(21) Learning should be goal -oriented. 

Check Your Progress:- 

Q.1. Explain the principles of Learning. 



12.17 Characteristics of Learning Process 

(a) Learning is a continuous process. 

(b) People learn through their actual personal experience, simulated 
experience and from other's experience (by using the knowledge 
which represents experience of others). 

(c) People learn step by step from known to unknown and simple to 
complex. 

(d) There is a need for repetition in teaching to improve skill and to 

learn perfectly. 

(e) Practice makes a man perfect. Hence. Opportunity should be created 

to use, transfer the skills, knowledge and abilities acquired through 
learning. It gives satisfaction to the learner. 

(9 Conflicts in learning arises when the trainer knows or has developed 
some habits which are incorrect in terms of the method being 
learned. 

Check Your Progress:- 

Q.1. Explain the Characteristics of Learning. 

12.18 Learnina Problems 

The instructor should have the knowledge of the possible learning 
problems. He should identify the problems of trainees and take steps to 
solve them. The possible learning problems are:- 

Lack of Knowledge, skill, aptitude and favorable attitude. 

Knowledge and Skill not being applied. 

Existence of anti-learning factors: Most operational situations contain 
a number of elements which will restrict the development of learning 
regardless the methods employed. 

Psychological problems like fear and shy. 

Inability to transfer of learning to operational situation. 

Heavy dependence on repetition, demonstration and practice. 

Unwilling to change. 

Lack of interest about the knowledge of results. 

Absence of self-motivation. 



(j) Negative attitude about involvement and participation. 

Check Your Progress:- 

Q.1. Explain the learning problems. 

12.19 Summary 

Training is an integral part of the whole management programme, 
with all its many activities functionally inter-related. Training is the 
cornerstone of sound management, for it makes employee more effective 
and productive. 

Learning is that human process by which skills, knowledge, habits 
and attitudes are acquired and utilized in such a way that behavior is 
modified. 

Development is a long-term educational process utilizing a 
systematic and organized procedure by which managerial personnel learn 
conceptual and theoretical knowledge far general purpose. 

Training is designed for non-managers, while development involves 
managerial personnel. 

12.20 Glossary 

(1) Learning:- Gaining knowledge about theoretical principles. 

(2) Training :-Giving technical and mechanical knowledge. 

(3) Development :-Actualization of potential capabilities. 

(4) On-theJob methods :- Methods used are available within the 
organization itself. 

(5) Off-the-job methods:- Methods used are outside the organization. 

12.21 Suggested Readings 

(1) P. Subba Rao - Human Resource Management and Industrial 
Relations 

(2) Mamoria and Gankar - Personnel Management 

(3) Kale & Ahmed - Management and Human Resource Development 

(4) A.M.Sarma - Personnel and Human Resource Management. 



12.22 Question Pattern 

Q.1. Explain the meaning of the following concepts:- 

(a) Training (b) Learning (c) Development 

Q.2. Explain the principles and bwefits of Training. 

Q.3 Explain the principles and Characteristics of   earn in^ process. 

Q.4. Write a brief note on methods of Training. 

Q.5 Distinguish between Training and Development. 
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13.1 4 Question Pattern 

13.0 Objectives 

(1) To enhance student's understanding of the concept of HRP 

(2) To acquaint them with the objectives, need and importance of HRP 

(3) To provide detailed information about the process of HRP, demand 
forecasting and supply forecasting 

13.1 lntroduction 

Planning for human resource is more important than planning for 
any other resource as demand for the latter depends upon the size and 



structure of the former whether it is in a country or in an industry. Further, 
Management of human resource hardly begins from human resource 
planning. Infect, it is the basic for most of the otherfunctions. 

Human resource planning (HRP) is a process of determining man 
power requirements and the means for meeting those requirements. 

HRP is deemed necessary for all organizations for one or the other 
of the following reasons. To carry on its work, each organization needs 
personnel with the necessary qualifications, skills, knowledge, work 
experience and aptitude for work. Since a large number of persons have 
to be replaced who have grown old, or who retire, die or become 
incapacitated because of physical or mental ailments, there is a constant 
need for replacing such personnel. HRP is essential because of frequent 
labour turnover, which is unavoidable. 

In order to meet the needs of expansion programmeswhich become 
necessary because of increase in the demand for goods or services. The 
nature of the present work force in relation to its changing needs also 
necessitates the requirement of new labour. To meet the challenges of a 
new technique of production existing employees need to be trained or 
new blood injected in an organization. HRP is also needed in order to 
identify areas of surplus personnel or areas in which there is a shortage 
of personnel. 

13.2 Meaning and Definitions of Human resource 

Planning (HRP) 

Human Resource Planning is a process of ensuring the right number 
and kinds of employees, at the right places, at the right time, capable of 
effectively and efficiently completing those tasks that help the organization 
achieve its goods. 

Human Resource Planning means :- 

(a) Estimating the size and composition of the future workforce. 

(b) Procuring, developing, allocating and utilizing human resources. 

(c) Forecasting future personnel requirements. 

Human Resource Planning 1 Manpower planning consists in 
projecting future manpower requirements and development manpower 
plansfor the implementation of the projections. This planning can not be 
rigid or static, it is amenable to modification, review and adjustments in 
accordance with the needs of an organization or the changing 
circumstances. 

Human Resource Planning is a double-edged weapon. If used 
properly, it leads to the maximum utilization of human resources, reduces 



excessive labour turnover and high absenteeism, improves productivity 
and aids in achieving the objectives of an organization. Faultily used, it 
leads to disruptions in the flow of work, lower production, less job 
satisfaction, high cost of production and constant headaches for the 
management personnel. Therefore for the success of an enterprise, human 
resource planning is a very important function. It is as necessary as 
planning for production, marketing or capital investment. 

For an individual, human resource planning is important because it 
helps him to improve his skills and utilize his capabilities and potential to 
the utmost. For an organization it is important because it improves the 
efficiency and productivity. It is only through initial human manpower 
planning that capable hands are available for promotion in the future. 

Definitions of Human resource planning:- (HRP) 

E.W.Vetterviewed human resource planning as" a process by which 
an organization should move from its current manpower position to its 
desired manpower position 'Through planning management strives to have 
the right number and right kind of people at the right places at the right 
time, doing thing which results in both the organization and the individual 
receiving maximum long term benefit". 

According to Leon.C.Megginson, human resource planning is "an 
integrated approach to performing the planning aspects of the personnel 
function in order to have a sufficient supply of adequately developed and 
motivated people to perform the duties and tasks required to meet 
organizational objectives and satisfy the individual needs and goals of 
organizational members" 

Coleman has defined human resource planning "as the precess of 
determining manpower requirements and the means for meeting those 
requirements is order to carry out the integrated plan of the organization". 

Stainer defines human resources planning as "strategy for the 
acquisition, utilization, improvement and preservation of enterprise's 
human resources. It relates to establishing job specification or the 
quantitative requirements of jobs determining the number of personnel 
required and developing sources of manpower". 

Geisler defines human resource planning as "The process including 
forecasting, developing and controlling-by which a firm ensures that it has 
right people doing economically useful work". 

According to W.S.Wickstrom, human resource planning consists of 
following objectives- 

(a) Forecasting future manpower requirements either in terms of 
mathematical projections of trends in the economic environment and 



development in industryor in terms of judgemental estimates based 
on the specific future plans of the company. 

(b) Making an inventory of present manpower resources and assessing 
the extent to which these requirements are utilized properly. 

(c) Anticipating manpower problems and trying to solve them by 
forecasting requirements, determining' adequacy of' human 
resources both quantitatively and qualitatively. 

(d) Planning the necessary programmes of recruitment, selection, 
training, development, utilization, transfer, promotion, motivation and 
compensation so that future manpower needs will be properly met. 

Thus it is very clear that manpower planning is the projection of 
manpower requirements and development of manpower plans for 
implementation of the projection. 

Check Your Progress:- 

Q.1. Explain the meaning of the term manpow~rl human resource 
planning(HRP). 

Q.2. Define the term Human Resource Planning(HRP). 

13.3 Features or characteristics of Human Resource1 

manpower Planning 

(1) Control manpower cost:- After raw materials cost, manpower cost 
is most important. Overstaffing can make the organization sick. 

(2) Large sized business:- Most of the businesses grow with time. 
New employees at both the worker level and the managerial level 
will be required. Manpower planning helps in recruiting right number 
and right type of employees. 

(3) Fill in vacancies:- Every year some employees grow old and retire 
where as some may leave the employment. Human resources 
planning is necessary to fill in these vacancies, 

(4) Proper placement:- Human resource planning provides placement 
of right people to the rightjobs. 

(5) Sound industrial relations:- Effective human resource planning 
may help management in developing good employer-employee 
relations. 



(6) Manpower development:- This is not possible without human 
resource planning. Both existing employees and new recruits need 
training to keep their knowledge and skills up to date. 

Check Your Progress:- 

Q.1. What are the main features of human resource planning? 

13.4 Need and Importance of human resource planning 

(HRP) 

(1) Meeting manpower needs:- Every organization requires adequate 
and properly qualified staff for the conduct of regular business 
activities. Imaginative human resource planning is needed to meet 
the growing and managing human resource needs of an organization. 

(2) Replacement of manpower: - The existing manpower in an 
organization is affected due to various reasons such as retirement 
and removal of employees and labor turnover. Human resource 
planningjs need in order to estimate, the shortfall in the manpower 
requirement and also for making suitable arrangements for the 
recruitment and appointment of new staff required. Thus, manpower 
planning is needed for the replacement of personnel through 
recruitment and selection. 

(3) Meeting growing manpower needs:- The expansion or 
modernization programme may be undertaken by the enterprise. 
Additional human resource will be required for the execution of such 
expansion programme. Manpower planning is needed in order to 
forecast and meet additional manpower requirement due to 
expansion and growth needs through recruitment and suitable 
training programmes. 

(4) Meeting challenges of technological environment:- Human 
resource requirement changes due to changing technological 
environment and other factors. It may be necessary to appoint 
additional staff or additional training may be necessary in the case 
of some employees working in certain departments. Human 
resource planning. Is needed to meet such situations. 

(5) Coping with change:- Human resource planning enables an 
enterprise to cope with changes in competitive forces, markets, 
technology and government regulations. Such changes generate 
changes in job content, skill, number and type of personnel. 



(6) Increasing investments in  human resource:- Human assets, in 
contrast with physical assets, can increase in value, An employee 
who picks up skills and abilities becomes a valuable resource 
because an organization makes investments in its manpower either 
through ditect training orjob assignmenis. 

(7) Adjusting manpower requirements:-Asituation may develop in 
an organization when there will be surplus staff in one department 
and shortage of staff in some other department. This may be due to 
certain reasons but the situation must be rectified and forthis human 
resource planning is needed. Transfer and promotion are made for 
meeting such situations 

(8) Recruitment and selection o f  employees:-Human resource 
planning suggests the type of manpower required in an organization 
with necessarydetails. This facilitates recruitment and selection of 
suitable personnel for jobs in the organization. Introduction of 
appropriate selection tests and procedure is also possible as per 
the manpower requirements. 

(9) Placement of manpower:- Human resource planning is needed 
as it facilitates placement of newly selected persons in different 
departments. Surplus or shortage of manpower is avoided and this 
ensures optimum utilization of available manpower. 

(10) Training of manpower:- Human resource planning suggest 
personnel required in the future i.e their qualities, skills etc. The 
training and manpower development programmes are adjusted 
accordingly. This ensures properly trained manpower as and when 
required by the organization. Thus, human resource planning is 
needed for adjusting training programmes as per the future needs. 

(11) Creating highly talented personnel:-Job are becoming highly 
intellectual and professionalized. Highly qualified personnel are 
known for job hopping. They create frequent shortages in the 
organization. Human resources planning helps to prevent such 
shortages 

Check Your Progress:- 

Q.1. Explain the need and importance of human resource planning. 



13.5 Short - term and Long term Human Resource1 

Manpower Planning 

Short Term human resource planning is made for a short time i.e. 
fora period of not more than two years. It involves the matching of present 
employees with their present jobs so that they must perform, their 
functions efficiently. Short-term plans are more concerned with specific 
projects and programmes and the existing workforce must be adjusted 
to match the requirements of the specific projects and programmes .it is 
necessary to match the individual with jobs as best as possible. 

When the existing personnel is not according to the specifications 
of the jobs or when they are less qualified than the requirements, there 
are 4 options or approaches for matching jobs and individual. 

(a) Providing training:- This approach focuses on changing the 
individual by improving his ability through education, training and 
counselling. Thus he may become more suitable forthe job. 

(b) Changing the contents of the job: -This approach focuses on 
withdrawing a duty from one position and assigning it to some other 
related position. 

(c) Changing the job and the individual: - Both the job and the 
individual can be adjusted to each other by firstly improving the ability 
of the individual through training and secondly shifting duty from one 
position to another. 

(d) Separation or removal of the incumbent:- when the first three 
approaches fail, then only the last option to remove the incumbent 
should be tried. 

When the existing personnel is more qualified or have grater abilities 
than their present jobs require, then again there is a problem of matching 
jobs with the individual because a portion of individual's abilities remains 
unutilized. In order to utilize the skills, talents, potentials and abilities of 
the individual to the fullest extent. 

The following adjustments can be made:- 

(a) Job enlargement:-An individual may be assigned some additional 
but related duties beyond his assigned sphere. 

(b) Assigning some special problems:- Capable individual should 
be given some special problems and asked to help in problem- 
solving. 

(c) Additional activities;- If an individual is having special know how 
or specific knowledge, additional activities can be made part of the 
job. 



(d) Seeking counsel and advice:- This is yet another way to utilize 
the abilities and talents of a capable individual. 

(e) Promotion to higher position if vacant:-This is a better course 
of action . 
Short-term manpower planning also dealswith filling up of posts 
falling vacant due to some unexpected reasons such as resignation, 
death or some other social reason. 

Long-term manpower planning is a planning of personnel for more 
than two years. In the long run, the management has sufficient time gap to 
take necessary steps so as to make this matching process a calculated 
exercise. It is concerned with all jobs and persons at once-with matching 
complete roster of personnel to total job requirement It is ,more concerned 
with filling future vacancies ratherthan matching the present incumbents 
to present jobs. Essentially, it involves the follow~ng four)elements:- 

(a) Projecting manpower requirements. 

(b) manpower inventory and analysis 

(c) Recruitment and selection 

(d) Management training and development. 

Thus, short-term and long term,manpower planning differ in their 
emphasis and content. I 

Check Your Progress:- 

Q.1. What do you mean by short- term human resource planning? 

Q.2. What do you mean by Long-term human resource planning? 

13.6 Objectives of Human Resource Planning(HRP) 

The Important objectives of human resource planning in an organization 
are:- 

(a) To recruit and retain the human resources of required quantity and 
quality. 

(b) To foresee the employee turnover and make the arrangementsfor 
minimizing turnover and filling up of consequent vacancies. 



(c) To meet the needs of the programmes of expansion, diversification 
etz. 

(d) To foresee the impact of technology on work, existing employee 
and future human resource requirements. 

(e) To improve the standard, skills, knowledge, ability, discipline etc. 

(f) To assess the surplus or shortage of human resources and take 
measure accordingly. 

(g) To maintain congenial industrial relations by maintaining optimum 
level and structure of human resources. 

(h) To minimize imbalances caused due to non-availability of human 
resources of the right kind right number in right time and right place. 

(i) To make the best use of its human resources and 

(i) To estimate the cost of human resources. 

Check Your Progress:- 

Q.1. Explain the important objectives of human resource planning. 

13.7 Factors affecting Human Resource Planning (HRP) 

The forecasting of human resource requirements is often subdivided 
into long range and short range forecasts. 

Long-range factors:- 

Though specific numbers are difficult to develop in forecasts encom- 
passing 2-5 years, those responsible for planning human resource 
requirements should know the basicfactors:- 

(a) The firm's long range business plans:- If the term is to switch 
over from one product to another in next 5 years, the planner has to 
consider the required number of engineers, professionals, 
managers or skilled personnel. If the decision is to move into the 
international market in the future, the planner has to plan for utilization 
of host country, employees and third country nationals. 

(b) Demographics:- Population fluctuations affect the labour supply 
available in various age groups and skilled categories. As the 
population increases, the labor availability is also more. As economy 
grows, there is a demand for more labour that too, skilled labour 
and human resource planning has to be done. 



(c) The economy:- Depending on the economy, there are estimations 
regarding job openings. For example, sometimes there is more need 
of computer professional or clerical workers. 

(d) Technological trends:-Advancement in technology have definite 
effects on the nature and extant of jobs available For example, 
advances in computer technology resulted in a decrease in the 
number of book keepersand an increase in the number of computer 
programmers. 

(e) Social trends:-changes in laws and customs can affect the supply 
of labour. People should be mobile enough to take up jobs outside 
their birth place. 

Short- range factors:- 

(a) Production schedules and budgets:- Depending on sale, the 
work programmes are fixed. This determines the total amount of 
work done by each department. SomeTechniques like time series, 
analysis can be used to identify trends in the past. Work standards 
can also be used.Agiven unit must be produced by an employee in 
exactly the same time as fixed. 

(b) Relocation I Plant Closings:- Today due to globalization and 
changes in technology, major changes are taking place in most of 
the firms. Retrenchments on a large scale, down-sizing or cutting 
the size of employees are major ill effects. 

(c) Auditing human resources:-Through skill inventory, the present 
supply of manpower resources is determined. This gives the idea 
of surplus labour or any shortage and also the status of skill or 
abilities of employees. Askill inventory contains data about each 
employee's skills, abilities, work preference and other items of 
information which indicate his overall value to the company. 

(d) JobAnalysis:- It is the process of studying and collecting information 
related to the operations and responsibilities of a specific job. After 
having decided how many persons would be needed, it is necessary 
to prepare the job analysis. The immediate result ofjob analysis is 
job description and job specification. 

(e) Developing a human resource plan: - This step refers to the 
development and implementation of the human resource with a view 
to make effective use of these resources. The first thing therefore is 
to decide on the policy should the personnel be hired from within 
through promotional channels or should it be hired from outside. 
This is the estimation of supply forecasting. The best policy which is 
fol!owed by most organizations is to fill up higher vacancies by 



promotion and lower level position by recruitment from the labour 
market. 

(9 If the supply has to be made from internal sources, then the factors 
such as current inventory, productivity level, turnover rate, 
absenteeism rate, movement among jobs etc. should be taken into 
account. 

Broadly speaking, the factors affecting human resource planning 
can be classified into external factors and internal factors. 

External Factors:- 

(a) Government Policies :- Policies of the Government like labor 
policy, industrial relations policy, policy towards resewing certain 
jobs for different communities and sons- of the soil etc affect human 
resource planning (HRP) 

(b) Level of Economic development :-This determines the level of 
human resource development in the country and thereby the supply 
of the human resource in the future in the country. 

(c) Business environment:- External business environmental factors 
influences the volume and mix of production and thereby the future 
demand for human resources. 

(d) Information technology:- This brought tremendous shifts in the 
way how do businesses operate. These shifts include: business 
process reengineering, enterprise resources planning and supply 
chain management. These changes brought unprecedented 
reduction in traditional human resources and increase in software 
specialists. 

(e) Level of technology:-This determines the kind of human resources 
required. 

(f) International factors:- lnternational factors like the demand for and 
supply of the human resources in various countries 

Internal Factors:- 

Internal factors affecting human resource planning (HRP) include: 

(a) Company Strategies:- Company's policy and strategies relating 
to expansion, diversifications, alliances etc determine the human 
resources demand in terms of quality and quantity. 

(b) Human resources policies:- Human resources policies of the 
company regarding quality of human resources, compensation level, 
quality of worklife etc. influences human resource plan. 

(c) Jon analysis:. Fundamentally, human resource plan is based on 
job analysis, job description and job specification. Thus the job 
analysis determines the kind of employees required. 



(d) Time horizons: Company's with stable competitive environment 
can plan forthe long run whereas firms with an unstable competitive 
environment can plan for only short term range. 

(e) Type and quality of information: Any planning process needs ' 

qualitative and accurate information. This is mbre so with human 
resource plan. 

(f) Company's production I operations policy: Company's policy 
regarding how much to produce and how much to buy from outside 
to prepare a final product influences the number and kind of people 
required. 

(g) Trade unions:- lnfluencesof the trade unions regarding the number 
of working hours per week, recruitment sources etc. affect human 
resource planning. 

Check Your Progress:- 

Q.1. Discuss the factors affecting human resource planning (HRP) 

13.8 Benefits I Advantages I Merits of Hurhan Resources I 

Planning (HRP) 

Human resource planning anticipates not only the required kind and 
number of employees but also determines the action plan for all the 
functions of personnel management. The major benefits of HRP are:- 

(a) It checks the corporate plan of the organization. 

(b) It offsets uncertainty and change and enables the organization to 
have the right men at the right time and in right place. 

(c) It provides scope for advancement and developments of employees 
through training, development etc. 

(d) It helps to anticipate the cost of salaty enhancement, better benefits 
etc. 

(e) It helps to anticipate the cost of salaty, benefits and all the cost of 
human resources, facilitating the formulation of budgets in an 
organization. 

( f )  To forsee the need for redundancy and plan to check it orto provide 
alternative employment in consultation with trade unions, other 
organizations and the government through remodelling 
organizational, industrial and economic plans. 



(g) To forsee the changes in values, aptitude and attitude of human 
resources and to change the techniques of interpersonal 
management etc. 

(h) To plan for physical facilities, working conditions and the volume of 
fringe benefits like canteen, schools, hospitals, child-care centers, 
quarters, company stores etc. 

(i) It gives an idea of the type of tests to be used and interview 
techniques in selection based on the level of skills, qualifications, 
intelligence, values etc of future human resource. 

(j) It causes the development of various sources of human resources 
to meet the organizational needs. 

(k) It helps to take steps to improve human recourses contributions in 
the form of increased productivity, sales, turnover etc. 

(I) It facilitates the control of all the functions, operations, contributions 
and cost of human resources. 

Check Your Progress:- 

Q.1. Explain the benefits of Human resource planning (HRP) 

13.9 Limitations of Human Resource Planning (HRP) 

HRP suffers from the following drawbacks or limitations:- 

(a) Future is uncertain:- Forecasting of change in technological, 
social, economic and political conditions can not be made with 
accuracy. HRP is based on certain assumptions which may prove 
to be dangerous. However, it is better to try and plan for human 
resources, rather than leaving actions to chance. 

(b) Conservative attitude of management:- In India, there is a high 
rate of unemployment. As such conservative managements feel that 
there is no need for HRP as there is abundance of labour in our 
country. The lack of interest on the part of top management is a vital 
limitation to the success of HRP. 

(c) Problem of discarding surplus staff:-In India, management often 
finds problems in discarding surplus employees due to various labor 
laws and trade union activities. Even the voluntary retirement 
schemes often do not get a favorable response from the surplus 
staff even when attractive packages are offered. 



(d) Time consuming and paper work:- HRP requires considerable 
time and effort on the past of human resource planners. Also, a good 
deal of reports and other paperwork is required in order to undertake 
HRP process. 

(e) Problem of recognizing change: In India, companies fail to 
recognize the changes in the environment. This is truer in the case 
of those companies which are traditionally managed. As a result of 
this, they do not give much importance to HRP. They consider HRP 
is just a time consuming and non-productive activity. To make HRP 
more effective, there is a need for professional attitude on the part 
of the management of Indian companies. 

(f) Shortage of highly skilled personnel:-Although India is having 
the second largest pool of scientific and technical personnel in the 
world, yet there is a shortage of higher skilled personnel ofthe right 
type. Thus HRP may be able to recognize the shortage and plan 
accordingly to get the right type of personnel, yet an organization 
may find it difficult to identify and recruit the selective personnel. 

(g) Expensive: HRP is an expensive process. This is because HRP 
experts may be required and they do charge a good amount of 
fees.Again a good amount of money is spent in collecting of data 
relating to future objectives of the organization, listing out of various 
activities, determining manpower requirements etc. Again, a lot of 
money is spent in recruiting and selecting the people and also in 
providing training. 

Check Your Progress:- 

Q.1. Explain the limitations1 Drawbacks I Demerits of Human Resource 
Planning (HRP) 

13.10 Process of Human Resource PlanninafHRP) 

Process of HRP consists of the following steps : - 

(a) Analyzing the corporate and unit level strategies. 

(b) Demand forecasting:- Forecasting the overall human resource 
requirements in accordance with the organizational plans. 

(c) Supply forecasting:- obtaining the data and information about the 
present inventory of human resources and forecast the future 
changes in human resources inventory. 



(d) Estimating the net human resource requirements. 

(e) In case of future surplus, plan for redeployment, retrenchment and 
lay off. 

(f) In case of future deficit, forecast the future supply of human resources 
from all sources with reference to plans of other companies. 

(g) Plan for recruitment, development and internal mobility if future supply 
is more than or equal to net human resources requirements. 

(h) Plan to modify or adjust the organizational plan if future supply will 
be inadequate with reference to future net requirements. 

These steps are discussed in detail as given below:- 

(1) Analyzing the corporate and unit level strategies: 

HRP should start with analyzing corporate level and unit level 
strategies. These strategies include expansion, diversification, merges, 
acquisitions, reduction in operations, low cost and differentiation. 
Strategies implementation requires the production implementation, 
technological implementation, marketing implementation and human 
resource implementation. 

Human resources implementation essentially requires possessing 
the required number and kind of employee. This in turn requires human 
resources plan. 
(2) Demand forecast ing o f  the overal l  Human Resources 
Requirements: 

The existing job design and analysis may thoroughly be reviewed 
keeping in view the future capabilities, knowledge and skills of present 
employees. Further, the jobs should be redesigned and reanalyzed keeping 
in view the organizational and unit-wise plans and programs, futu~e work 
quantum, future activity ortaskanalysis, future skills, values, knowledge 
and capabilities of present employees and prospective employees. The 
job generally should be designed and analyzed reflecting the future human 
resources and based on future organizational plans. Job analysis and 
forecasts about the future components of human resources facilitate 
demand forecasting. One of the important aspects of demand forecasting 
is the forecasting of the quality of human resources (Skills, knowledge, 
values, capabilities etc.) in addition to quantity of human resources. 

Important forecasting methods are : - 

(a) Managerial Judgment: -under this method managers decide the 
number of employees required for future operations based on their 
past experience. 

(b) Statistical techniques include:- ratio trend analysis and economic 
models. Under ratio trend analysis, ratios are calculated for the past 
data and these ratios are used for the estimation of the future human 



resources requirements. Econometric models for HRP are built up 
by analyzing the past statistical data and by bringing the relationship 
among variables. 

(c) Work-Study techniques: -Under this method, total production and 
activities in terms of clear unifs are estimated ina year. Then man- 
hours required to produce each unit is calculated. Later, the required 
number of employees is calculated. 

(3) Supply Forecasting: 

The first step offorecasting the future supply of hunian resources is 
to obtain the data and information about the present human resources 
inventory. 

Existing Inventory: -The data relating to present human resources 
inventory in terms of hu man resources components, designation-wise 
and department-wise should be obtained. Principal dimensions of human 
resources inventory are :- 

(a) Head counts ... regarding total, department-wise, sex-wise, 
designation-wise, skill-wise, payroll-wise etc. 

(b) Job family inventory includes number and category of employees of 
each job family I e all jobs related to the same category like clerks, 
cashiers, typists, stenos etc. each sub-job family i.e. all jobs having 
common job characteristics (Skill, qualification,kimilar operations) 
like production engineer (mechanical) and maintenance engineer 
(mechanical) and broad job families like general administration, 
production etc. 

(c) Age inventory includes age-wise number and category of employees. 
It indicates age-wise imbalance in present inventory which can be 
correlated in future selections and promotions. 

(4) Estimating the net human resources requirements:- 

Net human resources requirements in terms of number and 
components are to be determined in relation to the overall human 
resources requirements (demand forecasts) for a future data and supply 
forecasts for that date. The difference between overall human 
requirements and future supply of human resource is to be found out. 
This difference is the net human resources requirements. 

(5) Action Plan for Redeployment, Redundancy I Retrenchment:- 

If future surplus is estimated, the orgenization has to plan for 
redeployment, redundancy etc. If surplus is estimated in some jobs / 
departments, employees can be redeployed in other jobs / departments 
where the deficit of employee is estimated. The organization should also 
plan for training or reorientation before redeployment of employees. 
Redeployment takes place in the form of transfers. If the deficit is not 
estimated in any job / department and surplus is estimated for the entire 



organization, the organization, in consultation with the trade unions, has 
to plan for redundancy or retrenchment. 

Redeployment Programmes: - 
The redeployment programmes are as follows:- 

Outplacement: - 
Outplacement programmes are intended to provide career guidance 

for displaced employees. This programmes covers retraining the 
prospective displaced employees who can be redeployed elsewhere in 
the organization helping in resume writing, interviews techniques, job 
searching etc. 

Employment in the sister Organization :- 

The surplus employees are offered employment in sister 
organizations either at the similar level or at the lower level under the same 
management. This programme is undertaken when the jobs are vacant in 
the sister organization. 

Employment in other companies: - Under this programme, the HR 
Manager contacts other similar companies for possible hiring of the 
surplus employees. If the vacancies are available in other companies, 
the HR manager helps the surplus employees in getting employment. 

Redundancy I Retrenchment Programmes :- 

The redundancy I retrenchment programmes include :- 

Reduced work hours :- 
Under this technique each worker works less hours and receives 

less pay so that the jobs are saved. 

Work Sharing :- 
Some organizations offer employees the opportunity to share jobs 

of two employees work half time each. This technique solves the problem 
of retrenchment in the short run. 

Layoffs :- 
Layoffs can be temporary or permanent. Temporary layoffs are due 

to the slackness in business, machinery breakage, power failure etc 
workers are called back as soon as work resumes to the normal positions. 
Permanent layoff is due to liquidation of the company. Proper human 
resources planning and leveling the workforce at proper level can help to 
reduce this effect. 

Leave of absence without pay:- 

This technique helps the company to cut the labour cost and the 
employees to pursue his self interest. This technique also helps the 
company to plan for eliminating the unnecessaryjob in a phased manner. 
This concept serves as a productive method to help employees prepare 



for future changes. Syndicate Bank introduced technique to reduce the 
problem of excess staff. 

Voluntary retirement I early retirement.:- Government of India 
introduces voluntary retirement Scheme (VRS) underthe caption "Golden 
Handshake" in order to solve the problem of overstaffing in the public 
sector. Managements provide cash reward to those employees who opt 
for VRS in addition to normal retirement benefits. Hence this is also called 
golden handshakes. This technique solves the problem of excessive supply 
of future inventory overthe demand for human resources. 

Attrition : - 
It is the process whereby as incumbents leave their jobs for various 

reasons, those jobs will be kept vacant or unfilled. Attrition, hiring freezes 
or ban on employment can be implemented organization-wise, 
department-wise, or job-wise. Indian Railways, other public sector units 
and Universities have been following this technique to reduce the problem 
of overstaffing. 

Compulsory Retirement I Iron Handshake :- 

Under this programme, the HR Manager with the help of the line 
manager, identifies surplus employees and discharges them from the 
sewice. Managementsdo not provide any cash or non-cash benefits to 
the employees other than normal retirement benefits at the time of 
discharging 0rfir ing.A~ such, it is called iron handshake. 

Creation o f  Ad-hoc projects:- 

Some Companies create ad-hoc projects ir! order to provide 
employment to the surplus staff fora short span of time. 

(6) Forecast future supply from all the Sources :- 

If deficit is estimated in any department and in the entire 
organiza:ion,educational and training institutes management has to 
forecast the future supply of human resourcesfrom various sources like 
internal sources, Comparable organizations, educational and traning 
institutes, Employment exchanges, labor market etc. 

(7) Action plan for outsourcing, recruitment etc.:- 

If the forecast relating to future supply of manpower from internal 
sources of the organization showsfavorable trends, the management may 
prefer internal candidates and plan for their promotion, transfer, training 
and development. If suitable candidates are not available from internal 
sources and the forecasts relating to future supply from external sources 
indicate the availability of required human resources, then plan for 
outsourcing, recruitment and selection. 

The promotion plan includes establist~ing of the ratio of internal 
promotion to external recruits basis for promotion, promotional channel, 



reservations in promotions etc. The transfer plan includes channel, 
company rules regarding organization initiated transfers and employee 
initiated transfers. 

Outsourcing Plan : -Many professional organizations have been 
performing the outsourcing function. These organization employ human 
resource of different categories and supply them or lease them to various 
companies. These companies can avail the services as and when they 
need and pay the commission to the outsourcing organization. Outsourcing 
is more prominent in information technology industry. The advantages of 
outsourcing include:- 

(a) The Companies need not plan for human resources 

(b) The Companies can get human resource immediately. 

(c) The Company need not manage these resource as such they are 
free from industrial relations problems. 

(d) The Companies can dispense with this category of employees 
immediately after the work is over. 

Recruitment and Selection Plan :-Recruitment and selection plan 
covers the number and type of employees required, when they are required 
for the job, time necessary for recruitment and selection process, 
recruitment sources, recruitment techniques to be used, selection 
procedure to be adopted and selection techniques to be used to 
subsequently recruiting the required candidates. It also covers the time 
factor for induction, preliminary training and placement. 

Training and Development Plan : -This Plan covers areas to be - 

developed, training techniques, training programmes, training time, 
availability of trainees, in plant training or Institute training, new courses to 
be developed or changes in the existing courses, cost benefits analysis 
of training development of the employees and matching of their improved 
skills with future job requirements etc. 

Productivity Plan : -'The productivity plan includes maximization 
of productivity or minimization of labors cost per unit of output through 
technological changes, improving streamlining methods, procedures and 
systems, productivity bargaining, training financial incentives, developing 
various schemes, motivation, commitments, organization development 
programs, job enrichmentsIenlargement, participation etc. It also includes 
improving of productivity efficiency. 

(8) Retention Plan : - 
Though there is the problem of unemployment, organizations 

experience shortage of some other categories of employees due to 
employee mobility. Hence, the organization has to plan for retention of the 
existing employees. 



13.10.1 Control and review Mechanism 
After the action plan is implemented regarding redeployment (like 

promotions, transfer, demotion), redundancy and retrenchment, 
recruitment, selection training, development and retention, human 
recourses structure and system shquld be controlled a'nd reviewed with a 
view to keep them in accordance with the Plan. 

Check Your Progress 

Q. 1. Explain the process of HRP 

Q. 2. Write a brief note on Demand Forecasting and supply forecasting. 

13.11 Summary 

Human resource planning is vital sub-activity of employment function. 
In fact employment process begins with human resou'rce planning. But it 
never ends with this function. It pervades through a number of activities 
after the process of human resource planning. Those activities include 
searching for prospective human resources, attracting them to the work 
and / cr organization, finding out their suitability to the job and 
organizational requirements and finally taking steps to absorb those 
human resources as organs of the company. 

13.12 Glossary - 

(1) Human resources :- a sum total of human energies, abilities, skills 
and knowledge. 

(2) Human Resource Planning (HRP) :-a process of determining 
manpower requirements and the means for meeting those 
requirements. 

(3) Forecasting :-making estimates of future requirements in terms of 
labour 

(4) Skill inventory :-To take review of actual job requirement and deciding 
the exact job performance and the qualifications for it. Aform to fill 
up in order to know the level of skills used in the job and the 
performance of the employee. 



13.1 3 Suggested Readings 

(1) Organization Behavior- Stephens R. Robbins 

(2) Human Resource Development -V. P. Michael 

(3) Personnel Management - Edward 13. Flippo 

(4) Mamoria and Gankar - Personnel Management 

(5) Dr. T. D. Tiwari - Human Resource Development, ANew Perspective. 

(6) P. Subba Rao - Human Resource Management and Industrial 
Relations. 

13.14 Question Pattern 

Q.l Define Human Resource Planning (HRP). Explain its characteristics. 

Q.2 Explain the objectives, need and importance of HRP 

(2.3 Explain the various factors affecting HRP. 

Q.4 Discuss the benefits and limitations of HRP. 

Q. 5 Describe the process of HRP. What is meant by Demand forecasting 
and supply forecasting. Explain in detail. 



Topic 8 : Current Issues in HRD 

Unit 14 

Education: Role of Education in HRD 
TQM 

Unit Structure:- 

14.0 Objectives 

14.1 Introduction 

14.2 Meaning and Definitions of the term Educations 

Role of Education in economic and social development 

Vocational Education 

Need for technical and management education 

Introduction, Meaning and Definitions of Total Quality 
Management (TQM) 

Origin of TQM 

Need of TQM 

Features/Characteristics of TQM 

Elements /Approach plan for TQM 

Human Resource Management and TQM 

AdvantageslBenefits/lmportance of TQM 

Limitations of TQM 

Methods of TQM 

Position of TQM in India 

Summary 

Glossary 

Suggested Readings 

Question Pattern 

14.0 Objectives 

(1) To make students understand the importance of education in 
economic and social development. 



(2) To highlight the need forvocational and technical education in India. 

(3) To acquaint the Students with the meaning, features, need and 
importance of Total Quality Management (TQM) 

(4) To enable students to understand the problems of implementing TQM 
in Indian Industries. 

14.1 Introduction 

Modern economists have argued that investment in education 
enhances human development. In the absence of investment in education, 
production will be carried out with the help of illiterate labor. As a result, 
production will fall catastrophically from its existing level. 

Education is understanding and intervention of knowledge. It 
develops a logical and critical mind that can determine relationships 
among pertinent variables and thereby character and understanding of 
basic principles and developing the capacity of analysis, synthesis and 
objectivity. Usually, education is outside the scope of an organization's 
functions. It involves a range of skills and expertise which can be provided 
only by educational institutes. An organization uses such institutes to 
support and supplement its internal training and development efforts. 

14.2 Meaning and Definitions of the term Education 

In fact, etymologically the word education is derived from 'educare' 
which means "bringing up of children physically and mentally."The term 
education is its wider sense means to bring out the best out of an individual. 
Education in the real sense enables an individual realize his innate 
potentials and grow into better human being. Through education, an 
individual equips himself to interact with others on a higher plane. He also 
prepares himself to achieve a certain standard of living by earning a decent 
livelihood. 

Education involves acquisition of knowledge. It is not an end state 
but an ever evolving process. Formal education implies teaching of 
certain knowledge or instruction in a particular branch of learning or trade 
in a structured and programmed way, in institutions specifically designed 
and set up for the purpose such as schools, colleges-polytechnics etc. 
Non-formal education refers to programmed and purposeful institution in 
certain areas of knowledge and skill or some element of culture-which 
takes place outside the 'school' or similarly designated institution. It is 
relatively more flexible and free from structural rigidity and is generally 
meant for women, adults (employed) dropouts etc. 

Education has certain goals or objectives. Modern urban-industrial 
societies require variety of manpower to keep the society going. 



Educational institutions impart knowledge of different types and train 
people in various skills so that they can fill the manifold adult roles in 
society. Moreover, educational institutions are endowed with the 
responsibility of creating and expanding knowledge. Education also 
contributes towards socialization by providing its ~lien'tele with a context 
and experience of adult roles in a wider social framework. Education 
affects other social institutions like economy, culture, political system. 
Education occupies crucial position as a mechanism of transmission and 
innovation of knowledge and skill. It has great potentialities for social 
change and modernization. The major purpose of education in an 
organization is to teach theoretical concepts and develop a sense of 
reasoning and judgment. 

Definition of the term 'Education1:- 

According to George Payne, "the main aim of education is all-normal 
development of personality of individual." 

According to Brook over and Gottlieb, "Education is a process of 
teaching and learning accepted pattern of human conduct." 

By education, Gandhiji meant, the all round development in a child 
and a man i.e. body, mind and spirit. 

Check your progress :- 

Q.1. Explain the meaning of the term 'Education'. 

14.3 Role of Education in Economic and Social 

Development 

Modern occupations call for trained talents in the application cf 
vision, knowledge and concepts. In short, the increasingly technical nature 
of industry has raised the level of education required in occupation of all 
types whether scientific, financial or administrative. 

Education is a prerequisite of economic development in another 
way. Economic development assumes a particular set of attitudes and 
values, or broadly a new culture of its own. Without rationality, without 
impersonality, bureaucracy and the qualities of thrift, planned economic 
development can hardly become a reality. Education seems to be an 
important agency forfostering such values and attitudes among the people 
and preparing them for economic development. Education is capable of 
generating a 'climate for growth.' 



Education and skill training result in economic development in the 
following manner:- 

(a) Education, economic growth and decent standard of living:- 

Investment in education promotes economic growth which in turn 
leads of decent standard of living of the people. According to Michael 
P.Todaro and Stephen C.Smith, education contributes to economic growth 
in the following ways:- 

( i )  It helps in creating more productive labor force and endowing it with 
increased knowledge and skills. 

(ii) It help in providing widespread employment and income earning 
opportunities for teachers, textbook writers, school uniform 
manufacturers etc. 

(iii) It helps in creating a group of educated leaders to fill vacancies left 
by departing expatriates. 

(iv) It helps in providing basic skills and encourages modern attitudes 
in the diverse segments of the population. 

Today, service sector is fast developing. Typically, the industries 
falling in this sector would include financial services, hospitality, transport, 
IT, BPO, Insurance, real estate etc. with growth comes many challenges 
such as the need to recruit, train and manage a qualityworkforce enabling 
organization to deliver quality services benchmarked to international 
standards. This undoubtedly puts pressure on the educationist to 
continuously improve and build a dynamic education system to meet the 
challenges of today and tomorrow. Our education system must provide 
the students exposure to real world outside in order to gain confidence, 
since this skill can only be nurtured in real life situations and not in the 
class rooms. 

Education should also encourage the young generation to think 
freely and contribute to personal development. Focus on sports, music, 
drama and other extra curricular activities are important. Education system 
should create multidimensional personalities. 

The education system provides the labour force that matches the 
needs of economy. 

(b) Education and reduction in  income inequalities:- 

Though the linkages between education and economic growth are 
very much in evidence in both developed and developing countries, those 
between education and reduction in income inequalities (and poverty) 
are difficult to establish. Most of the third world countries have launched 
upon programmes of universal education in the hope that they will improve 
the basic capability of poor people and enable them to increase their 



family earnings. Thus, they will ensure better standard of living to the people 
of the country. 

However, while it can be said that the first objective has to a great 
extent been achieved, we cannot say so in the case of the second objective. 
Despite, universal education and educational reforms carried out by the 
governments, it is the rich and middle income groups that have benefitted 
from the educational system the most. This is due to the reason that the 
institutional and social structurewithin which the educational system has 
to function, is in egalitarian and perpetuates inequalities. The childhood 
of the poor children is characterized by poor nutrition and illiterate home 
environment which has negative mental effects. Even if they are able to 
complete their education, they find it difficult to procure jobs which are 
cornered by children belonging to the relatively rich classes on account of 
their better social contacts and influences. 

(c) Education and Rural Development: 

Education can contribute significantly to rural developing in a variety 
of ways. By widening the horizons of knowledge of the rural people, it can 
enable them to overcome ignorance and superstitions. Adoption of new 
agricultural techniques and new methods of production is rendered easier 
if the farmers are educated. In labor surplus economies like India, 
education can help rural people in acquiring skills to set up cottage 
industries on their own so that the disguisedly unemployed people can be 
fruitfully employed in the villages themselves. 

Agriculture today needs scientific knowledge Agricultural university 
provides such knowledge, similarly technical courses provide technical 
background to understand industrial production. People with technical 
degrees can definitely contribute to industrial development and also go 
for higher incomes. 

However, the actual education programmes carried out in the 
developing countries like lndia have failed to accomplish these objectives. 
They have concentrated mainly on general and basic education and have 
failed to evolve educational strategies keeping the needs of the rural 
population in view. Agricultural extension programmes are weak and the 
mass of the rural poor (particularly agricultural workers, small subsistence 
farmers, tribal's, women and out-of-school children.) is left out of the 
educational programmes. Even the children attending schools are given 
education that has practically no relevance to their environment. Amajority 
of them drop out at the primary education level itself as their families 
require them to work on farms and supplement family income. The 
remaining students who complete secondary education become alien to 
their own surroundings as the curricula they go through contains a very 



strong urban bias. The natural tendency of these persons is to migrate to 
urban areas. Therefore, the educational system serves as an instrument 
to siphon off the skills and talents acquired by the younger generations of 
the rural areas and to transplant them in urban areas. The urban-rural 
dichotomy is further strengthened. 

These observations reveal the necessity of reorienting the 
educational system to the requirements of the rural population. If such a 
thing can be accomplished, there is no doubt that education will contribute 
significantly to the process of rural development in the developing 
countries. 

Education system must be more vocational, there is need formore 
vocational training schools offering quality education in various number 
of services such as retail and insurance. We need service and business 
training and general education as part of main stream education. 

Education can give both financial and nonfinancial returns. In 
countries like USSR, Japan, U.K., Denmark, education has been 
instrumental in successful industrialization and thereafter economic 
development. 

Economic development of a country also facilitates education 
opportunities for people. This leads to employment opportunities and thus 
increases county's income. As there is a more and more economic 
development, there is also more demand for higher education. 

But if there is no link between education and employment outside, 
there is a danger of growth of educated unemployed. Therefore, there 
must be meaningful linkages between industry and service sector on one 
hand and education on the other hand. 

The objective of basic education is also to achieve social 
development. 

Education and Social Development:- 

Theeducational system should nurture the favorable attitude to other 
members of society who need some kinds of help or assistance e.g. poor, 
handicapped or even those who are at lower level of living and need social 
support. Many people may be financially well off and established but lack 
social support. e.g. aged people. They feel loneliness and suffer from 
various illnesses. There are many institutions which provide various kinds 
of help. Education system should motivate people to support such 
institutions financially and morally. 

Many undesirable practices such as the use of mike on social 
occasions must be stopped because it leads to sound pollution. Education 
should also lead to religious tolerance and communal harmony. 



Education makes the individual aware of their role in society. People 
should know their duties and obligations to society and be able to perform 
them efficiently. 

Education provides knowledge to children and adults. With 
education, an individual develops his personality and'becomes capable 
of earning. This makes him confident and self-reliant and able to,perform 
his duties in the society. 

Education is a means of higher productivity. With technical 
knowledge, one can alwaysgo fortechnical jobs.~well,no"rished, healthy, 
educated, skilled and alert labor force is the most important asset. 

Education helps in modernizing and revolutionising the ways of 
thinking of the people. It enlightens them to the need to Improve their 
standards of living, and for this purpose, to restrict the size of their families. 
Therefore, education serves as the best method of the family planning in 
the long run. Also, as more and more women get education and seek 
employment, the fertility rates show a tendency to decline because 
upbringing of children is comparatively a difficult task forworking women. 
Education makes people conscious of small family norm. Education and 
low fertility go together. Developed countries where literacy rate is very 
high, family size has been found verysmall. 

Education makes people concisions of environmental pollution. 
Educated people make valuable contribution to conservation of earth's 
precious mineral and energy resources. 

Reduced poverty leads to a healthy civil society, increased 
democracy and greater social stability. 

Education makes valuable contribution in reducing civil disturbances 
in a society and in increasing political stability. Education makes people 
conscious of their duty towards democratic form of government. 

Education instillsgood human values like equality, liberty, humanity 
and self control. People become conscious of other's needs and try to 
help them. People also know and develop themselves. Individual freedom 
contributes to greater confidence. People become capable of making 
right decisions with education. Men and women also become legally 
conscious and empowered. 

Education is an index of human development. The higherthe literacy 
rate, the higher is the rank of the country in the human development index. 

Education contributes to knowledge about better hygiene and 
nutrition. Educated people show better health awareness and thus the 
country also shows lower mortality rate. 



Thus, it is very clear now that education is considered the most 
powerful instrument of social change. It is through education that the society 
can bring desirable changes and modernize itself. 

Check Your Progress:- 

Q.1. Discuss the role of education in economic and social development. 

Or 

Discuss the role of education in HRD. 

Or 

Explain the relationship between education and human 
development. 

14.4 Vocational Education 

Vocational education has been defined as a comprehensive term 
embracing those aspects of the educational process involving, in addition 
to general education, the study of technologies and related sciences and 
the acquisition of practical skills, attitudes, understanding and knowledge 
relating to occupation in the various sectors of economic and social life. 

Vocational education and training provides knowledge and practical 
experience in one vocation or other so as to improve the job skills of 
people and their employability. In rural areas, skills relating to agriculture, 
animal husbandry, poultry and fishery, marketing and management skills 
are important. In urban areas, training for industry oriented skills for 
employment are desirable both through the formal and non-formal means. 
The vocational proficiency so attained will enable people to perform their 
jobs effectively and add to productivity. 

At the primary stage of education from class 1 to 5 socially useful 
productive worklwork experience forms an integral part of the curriculum 
in many states. 



At the middle school stage- SUPWNVE Programmes aims at 
developing confidence and sufficient psychomotor skills for students 
entering the world of work directly orthrough certain occupational training 
courses. 

The SUPWNVE programmes for the secondary stage are viewed 
as a linear extension of that for the middle stage. These activities at 
secondarystage are also expected to enable students to opt for vocational 
programmes at the +2 level with better appreciation and undertaking. 

The vocational courses at higher secondary stage are to be 
regarded not as a preparation for the college, but as a period for preparing 
an increasingly large number of school leaversfor different vocations in 
life. 

The country has developed over the years, a network of vocational 
schools, vocational institutes and polytechniques which offer craftsmen 
and technical apprenticeship or training courses. 

The UGC (University grants commission) has been striving to 
develop human resources and towards this end, it provides assistance 
for various programmes which enable teacher and researchers to upgrade 
professional competence and keep abreast of the latest developments 
in their discipline. 

The ninth plan guidelines involve the following programmes:- 

(a) VocationalICareers oriented programmes. 

(b) Equivalency programmes 

(c) Quality of life improvement programme 

(d) Leadership and human resource development programme 

(e) Social and Citizenship role awareness programme 

(f) Individual Interest Programme 

NCERTICIVE (Central Institute of Vocational Education) is supposed 
to prepare a guideline document listing the various organization agencies 
at nationallregionallstate/ district levels and indicating broadly the nature 
of their functions and responsibilities to develop the right kind of linkage 
at state and at district levels. 

As per policy of higher education, all polytechnique institutions, 
Industrial Training Institutes, Other vocational and technical training 
institutions ,Selected higher secondary school, colleges and special 
institutes will engage themselves in imparting vocational education through 
non -formal programmes to the rural and unorganized sector in a phased 
manner. 

Selected engineering colleges, polytechniques, Industrial Training 
Institutes 



And othervocational and Technical training schools/institutes provide 
part-time vocational courses for the benefit of special groups and those 
already employed. 

Check Your Progress:- 
Q.1. Write a brief note on vocational education. 

14.5 Need for Technical and Management Education 

Technical and management education is one of the more significant 
components of HRD spectrum with great potential for adding value to 
products and services and for contributing to the national economy and 
improving quality of life of people. 

The All lndia Council for Technical Education and apex body at the 
national level supported by its regional committees maintains technical 
education system.  he-rnajo; emphasis was on consolidation 
improvement of quality and standardsof technical education post graduate 
engineering education and research 

Indian Institutes of Technology (IITS),lndian Institute Of Science (IISC), 
and other university Departments and well developed Engineering colleges 
are lead institutions offering post graduate and research programmes. 

There is a need for the reorganization of technical and management 
education as there is a growing need for technological advancement in 
view of global requirement. Industries have to be fast computerized and 
automated in order to produce quality products. Even service sector has 
to be quality conscious and has to adopt modern technology. Growing 
call centre's in lndia require technically trained personnel and skilled 
individuals. Labour today must be efficient and technically trained. 

Distance learning Institutes also offer technical and management 
course. 

In order to enhance the relevance of management education, 
particularly in the non- corporate and under-managed sector the 
management education system will study an document the Indian 
experiences and create a body of knowledge and specific educational 
programmes suitable to these sectors. 

Check Your Progress:- 
Q.1. Discuss the need for technical and management education. 



14.6 Introduction, Meaning and Definition of Total 

Quality Management (TQM) 

Total Quality Management (TQM) is a continuous process of 
improvement for individuals, groqps of people and t'otal organization. 
TQM is about changing the way things are done within the organizations 
life time. People must knowwhat to do , how to do it, have the right methods 
to do it and be able to measure the improvement of the process and the 
current level of achievement in order to improve the process. 

TQM is a strategic approach to produce the best possible product 
and service through constant innovation by doing right things, first time 
and every time. It places emphasis on prevention rather than rectification. 
It indicates a consumer-oriented, quality-oriented management philosophy. 
It is a philosophy for achieving customer satisfaction. It is,a management 
by commitment. Both managers and workers are committee to quality. 

Definitions of TQM:- 

According to John Gilbert, "Total quality management is a process 
designed to focus on customer expectations, preventing problems, 
developing commitment to quality in the workforce and promoting open 
decision making." TQM is focused on customer satisfaction. 

Total Quality is defined as ,"a people focused management system 
that aims at continual increased in customer satisfaction at continually 
lower cost. TQ is a total system approach (note a separate area or 
programme), and an integral part of high level strategy. It works horizontally 
across functions and departments, involving all employees, top to bottom 
and extends backwards and forwards to include the supply chain and 
customer chain." 

It is a type of program aimed at maximizing customer satisfaction 
through continuous improvement. It also means zero defects. 

TQM is a three process approach:- 

(a) Quality process:- Understanding who the customer is,  what are 
his needs and thereby, taking steps to completely satisfy the needs 
of the customer. 

(b) Management process:- For continuous improvement , the term 
management refers to all levels of management. The management 
process comprises of planning organizing, directing and controlling. 
Management process stresses continuous improvement to keep 
up with: - 

(i) Changing requirements 

(ii) Competitive environments 



(iii) Technological advancements 

(c) People process:- The people process involves dedication and 
commitment on the part of the personnel of the organization people 
should exhibit:- 

(i) Intellectual honesty 

(ii) Self -control 

(iii) Respect for others 

Check Your Progress:- 

Q.1. What do you mean by total quality management (TQM)? Define the 
term TQM. 

14.7 Origin of TQM 

(a) TQM concept developed in Japan:- 

TQM is a new concept developed first in Japan in the 1960s. The 
idea of Involving all employees not just quality control staff and 
management in quality control was made popular in Japan. Japanese 

organizations believe in total quality control. 

(b) Contribution of Denning and Juran to TQM:- 

The credit of introducing quality Revolution in Japan goes to two 

Americans- Dr.W.Edwards Deming and Dr J. M.Juran, both gurus of 
Japanese in the field of quality management. 

(c) Commitment to quality:- 

Under the influence of Juran and Deming, commitment to quality 
became a part of every plants culture. This commitment was reinforced 
by the introduction of quality circles for improving quality and reducing 
costs. This deeply embedded commitment to quality is known as TQM. 
The Deming prize is the highest TQM award in Japan and is given to 

most respected and successful corporations. 

Check Your Progress:- 

Q.1. Explain the origin of TQM. 



14.8 Need of TQM 

The need of TQM is, now universally accepted as a key to 
quality and overall efficiency in the case of manufacturing enterprises. 
TQM is needed at organization level, business level and also at national 
level. 

TQM is needed for:- 

(a) Consumer satisfaction and pleasure. 

(b) TQM suggested emphasis on consumer expectation, total 
commitment to quality and participative management. 

(c) TQM is needed to face market competition effectively. 

(d) TQM lowers rejection rate in production process and also for 
reducing the complaints of consumers. 

(e) TQM is needed for motivation of employees & also for giving them 
better facilities, training and participation in decision making. 

(9 TQM is needed to facilitate industrial growth, economic progress 
and prosperity to the nation. 

Check Your Progress:- 

Q.1. Explain the need of TQM. 

14.9 FeatureslCharacteristics of total quality 

management (TQM) 

(1) Customer focus:- 
TQM places emphasis on meeting the requirements, of both the 

internal and the external customer. In order to meet the requirement of the 
external customer, it is necessary to meet the need of the internal customer. 
If the internal customers requirement are agree and meet, then it is 
possible to meet the requirement of the external customers. 

(2) Continuous process:- 

TQM is a continuous process as there is a ample scope for using 
new method and techniquesfor improvement in the quality standards and 
performance. Implementation of innovative ideas or taking benefit of new 
opportunities is an integral aspect of TQM. TQM is a never ending quest 
for achieving new levels of performance. 



(3) Defects-free approach:- 

TQM places emphasis on the defect-free work most of the time. 
The defect-free approach is phrased in various ways as right first time, 
working smarter or zero defects. The idea is to strive for perfection in the 
work. 

(4)Employees' involvement:- 

In TQM everyone is involved in the process from the managing 
director to the Junior clerk or worker in the organization. It is not just 
manufacturing people, but also the accounting, finance, marketing and 
even the canteen people are involved in the TQM process. Everyone in 
the company is responsible for producing quality goods and services and 
in reducing the internal costs. 

(5) Gradual process:- 

Introduction of TQM is a gradual process. It is self improvement and 
group improvement programme through team building. Amental revolution 
among the employees is required for the execution of TQM. However, 
such change in the mental make-up of managers and employees is time 
consuming. This suggests that TQM is a gradual process and not a time 
bound programme. The following are 4 broad phases in the introduction 
of TQM:- 

(a)Awareness phase 

(b) Planning phase 

(c) Implementation phase 

(d) Institutional phase 

(6) Focus on customers:- 

It is the central idea of TQM. It aims at producing goods as per the 
expectations of consumers and supplying them at fair prices. Customer 
satisfaction is the base around which TQM concept moves. Customer 
are the source of all the revenue that flows thorough the corporation. Their 
satisfaction is essential to keep the money flowing especially in an open 
market where competitors are wooing them. 

(7) Recognition and rewards:- 

It is an integral part of company's TQM programme. Positive 
reinforcement through recognition and reward is essential to maintain 
achievement and continuous improvement in quality. 

(8) Formation of quality improvement teams:- 

A cornerstone of TQM is the team building that leads to commitment 
to improvement. There are several types of such teams such as quality 
steering teams, corrective action teams and so on. Special importance 
is given to teamwork in TQM. 



(9) Management's involvement:- 

TQM is a system approach in managing business and improving 
overall performance. It needs total commitment from the top management 
to provide viable leadership to the whole approach. Top level management 
has to take number of initiatives in prder to start the process of TQM. 
(10) Techniques:- 

TQM can take place by following various techniques such as quality 
circles, value engineering, statistical process control etc. Through such 
techniques it is possible to improve systems and procedure. It is also 
possible to reduce time- consuming low value activities. 

(11) System approach:- 

TQM is a system approach to managing business and improving 
performance. The system approach starts with the commitment and 
leadership of the chief executive officers. Without the total commitment 
on the part of chief executive officer and his senior executives, TQM cannot 
take off to a good start. 

Check Your progress:- 

Q.1. Explain the featureslcharacteristic of TQM. 

14.10 Elements I approach plan of TQM 

(1) Role of top management/executive:- 

The successof TQM largely dependson personal initiativelinterest 
shown by top executives. They must lead by example. 

(2) Change Oriented Concept:- 

Those who have creative abilities are given more encouragement 
to display their caliber. 

(3) Zero defects:- 

TQM puts emphasison preventive steps rather than corrective action. 
Defects occur when machines and people make mistakes. When human 
and mechanical errors are controlled, it is possible to obtain zero defect 
production. 

(4) Educational and Training:- 

With regular training, employees should be told to delete something 
or to add while performing everyday. This is necessary so that their 
knowledge does not become outdated. It is only through training that 
employees can shine at work. 



(5) Joint decision making:- 

Each individual is given the opportunity to suggest and participate 
in final decision making. 

(6) Dignity to human being:- 

Employees are given the respect and human dignity. They are 
made to realize that they are the part and parcel of the organization. 

(7) Reward and Performance Management:- 

Those who do well are given satisfactory reward. Recognition is 
provided through compliments, appreciation for efforts, certificates of 
merits, letter of thanks, etc. 

(8) Performance appraisal:- 

Periodic performance evaluation keeps the managers and 
subordinates alert. Such evaluation makes them conscious of their 
standing in the organization as compared to their colleagues. 

(9) Adoption of other's good features:. 

Competitor's best quality features should be taken in order to 
improve own quality. 

(10) Right quality inventory:- 

Employees are expected to fill up skill inventory or quality inventory 
to know their improvement. 

Check Your Progress:- 

Q.1. Explain the elementslapproach plan forTQM. 

14.11 Human Resource Manaaement And TQM 

Human resources play a vital role in total quality management. The 
following factors shape the human resource management towards TQM:- 

(a) Economic liberalizations announced by the govt. of India in 1991. 

(b) Opening the Indian Economy to the rest of the globe through the 
globalization policy. 

(c) Entrusting more priority for private sector to play a constructive role 
in the restructuring and development process of Indian Economy. 

(d) Mounting competition among the industries across the globe. 

(e) Successful companies accord high priority to productively and 
systematically understanding and responding to current and future 
external customer needs. 



(f) Successful organizations proactively and systematically understand 
and respond to current and future external customer needs. 

(g) Human resource diversity and mobility are creating new employee 
needs and expectations about the future work culture. 

(h) The information technology revolution is shaping the core 
competencies needed in a knowledge economy. 

(i) Organizational and human resource leaders are being challenged 
to become effective strategic partners in the creation of world -class 
work cultures. 

The TQM approach brought changes in the attitudes and 
expectations of the managers about the roles of human resource 
managers. Further, the expectations of stakeholders about the HRM 
profession have also been changing. 

Check Your Progress:- 

(2.1. Explain the relationship between Human Resource Management 
and TQM. 

14.1 2 AdvantageslBenefitsllmportance of TQM 

(1) Satisfaction of Internal and External Customers:- 

TQM stresses the need to satisfy both the internal as well as the 
external customer. 

(2) Helps to  face competitions:- 

A proper emphasison TQM enables a company to face competition 
in the market. The company may even come out as a winner or a leader. 
This is because of high quality product, at the lowest possible cost, 
produced by a dedicated team of workplace. 

(3) Goodwill:- 

TQM generates name and reputation to the company in the market. 
This is because of its constant efforts in bringing the improvement in the 
products design, variety, shape, size, colors and other features. 

(4) Highly Motivated Personnel:- 

TQM develops a sense of dedication and discipline in the 
employees. There is a willingness on the part of the employees to identify 
quality improvements and waste elimination opportunities. The employees 
become aware of their importance in the company's performance and 
progress. This leads to greater involvement and participation of the 
employees. 



(5) Lower Rejection Rate:- 

Internal rejection rate gets reduced considerably over a period 
of time, Various initiatives such as quality circles, process control, right 
first time approach, just in time approach etc. enables the company to 
reduce rejection rate. 

(6) Reduction in customer complaints:- 
TQM results in less or no customer complaints. This is because the 

products are built to specification with zero defects. Again, efforts are 
made to improve upon the customer specification so as to provide 
complex satisfaction. 

(7) Better facilities to employees:- 
TQM results in higher benefits to the organization in terms of 

increased profits. This is becauseof higher sales and cost reduction efforts 
on the part of the company. The higher profits are utilized in a way to 
provide better facilities to the employees in terms of training, salary, 
working conditions, amenities like canteen facilities, transportfacilities, 
recreation facilities and so on. 
(8) Expansion and diversification:- 

TQM generates a good name in the market. It also brings in higher 
returns. This enables a company to expand and diversify the company 
may be in a better position to introduce more brands or product lines. 

(9) Absence of additional investment :- 
TQM does not require any additional investment. It improves 

operational quality as well as reduces cost. 

Check Your Progress:- 

Q.1. Discuss the advantages/benefits/lmportance of TQM. 

14.13 Limitations of TQM 

(1) Slow Moving Process:- 

TQM is a slow moving process. It requires total change in the outlook 
of management and employees. Its benefits will be available only after a 
long period. Naturally, the TQM is not useful for solving immediately 
problems. 

(2) Lack of initiative:- 

The success of TQM largely depends on existence of participative 
management. TQM needs employees who have ability to take lead. 



Frankly, trade unions and workers are not much concerned with quality 
improvement. They are interested in their benefits only. 

(3) Difficulties in the implementation of TQM:- 

The implementation of TQM is not easy particularly in developing 
' 

countries due to the unfavorable attttude of management and employees. 

Check Your Progress:- 

Q.1. Explain the limitations of TQM. 

14.14 Methods of TQM 

There are several methods to obtain quality management. IS0 9000 

is one of the method which can help building quality management. IS0  
9000 is a process of standardization and obtaining certificate from the 
international agencies regarding the quality management. There are 

several steps to build a quality management system (QMS). 

(a) Commitment to QMS 

(b) Defining the scope of the activities to be included in the QMS. 

(c) Auditing the existing system and procedures against the 
requirements of the standard. 

(d) Developing the plan for writing the procedures. 

(e) Training to write procedures. 

(f) Training internal auditors. 

(g) Revising the operations. 

(h) Applying for registration. 

(i) Maintaining the System, 

A QMS contains normally four levels of documentation:. 

(1) A quality policy manual 

(2) A Quality procedures manual 

(3) Quality records 

(4) Work instructions 

Check your progress:- 

Q.1. Explain the methods of TQM. 



14.15 Position of TQM in lndia 

Presently, lndia is entering the global market. Economic reforms 
and liberal economic policies of the govt. encourage global business. In 
this regard, quality management has special significance. Quality 
management is the only philosophy. Which can help lndian industries in 
promoting exports. For this, the concept of quality circles and TQM must 
be used meaningfully in all aspects of lndian economy particularly in the 
industrial field. Several lndian companies like TELCO, TISCO, SAIL, 
BAJAJ AUTO, GODREJ, LBT have taken initiatives to quality 
management. However, quality improvement is difficult unless. We reform 
our attitude as TQM is all about attitude. Along with industrial sector, service 
sector is also realizing the importance of TQM in lndia. 

14.15.1 Problem of implementing TQM in lndian Industries:- 

(1) Conservative Outlook:- 

Conservative, traditional and profit oriented outlook and approach 
are common to lndian business. In addition, there is a lack of consumer 
focus in business. lndian business community is not willing to adopt 
changes taking place in the environment. This creates problem in 
implementation of TQM in lndian industries. 

(2) Unsound relations:- 

Absence of cordial labor management relations in many industrial 
enterprises creates problems in implementation of TQM. Effective use of 
TQM presupposes presence of conflict-free relations between employers 
and employees. 

(3) Union nonsupportive:- 

There is a negative approach of trade unions and their leaders 
towards TQM techniques. There is also limited interest and initiation of 
trade unions with regard to quality control, quality improvement and TQM. 
Mostly unions are politically oriented. Leaders are more interested in 
achieving political aims and neglect worker's interests. 

4) lnadequate Training:- 

Inadequate training facilities to employees and lack of good trainers 
is a common feature of lndian business. Training results in dramatic effect 
on the skill and knowledge of employees. The success of TQM in lndian 
business is restricted because of lack of training. 

(5) Lack of Incentives:- 

There is a absence of liberal incentives to employees and failure of 
management to appreciate good work. Good work done by workers is 
not recognized by the management instantly. This makes workers 



disheartened. Their involvement to make TQM successful remains 
supetfluous. 

(6) Lack of communication:- 

There is ineffective communication with employees and low morale 
of employee. Lack of communication widens the gap between 
management and employee. TQM can not succeed unless there is 
adequate communication between all the parties involved. 

(7) Domestic environment:- 

TQM can not succeed in India unless it is widely supported and 
adopted by the government and customers. Incidentally, govt. does not 
consider TQM on priority basis. There is negligence of TQM by the govt. 
Customers are price minded and not quality-minded. Because of this 
typical situation, implementation of TQM has become difficult. 

(8) Limited Participation:- 

There is limited efforts on the part of management for the introduction 
of participative management at the business unit level. Most of the 
managements are opposed to introduction of participative management. 
TQM is a form of participative management. 

(9) Lack of Team Work :- 

In order to make TQM effective, it is necessary to create teamwork. 
At times, management wants to weaken the trade unions and follows the 
policy of divide and rule. 

(10) Indifference of top management:- 

There is a lack of top management leadership and participation in 
TQM programme. The top management maintains the position of 
supremacy and treat employees as their servants. Moreover, feedback 
from employees is not taken seriously. 

14.15.2 Suggestions for making TQM effectivelpopular in Indian 
Industries:- 

(1) The traditional approach to qualityshould begiven up. We have to 
accept qualitystandards. Which are best in the international market 
and try to reach that level 

(2) The management style needs to be open and transparent. It is 
necessary to have open 'flush' system in preference to the blind 
game. 

(3) For effective TQM, accurate data should be provided to all. 
Management must learn to have free communication if they want to 
bring out the best in their people. 



(4) The practice of TQM calls for a participative style of management. 
All problems should be discussed with the employees with facts 
and figures. 

(5) For the introduction of TQM programme, managers and workers 
should begiven training regarding quality awareness, team building, 
time management and effectivedelegation. It is rightly said that "TQM 
begins with Education and ends with Education." 

(6) Employees should be given full freedom to express their suggestions 
for quality improvement, cost reduction and elimination of wastage. 

(7) For the introduction of TQM, the attitude of employees and their 
unions must change considerably. Positive change in their attitudes 
is necessary for the success of TQM. 

(8) It is necessary to give more attention to the requirements of 
employees working in different departments. 

(9) Quality flourishes if all players are offered even playing surfaces. 
'Do as decided' is a rule that everyone in the company has to follow. 
Such collective approach is necessary for the success of TQM in 
India. 

Check Your Progress:- 

(2.1. Explain the problemsof implementation of TQM in Indian Industries. 

- - - 

Q.2. Give your suggestions for making TQM effectivelpopular in Indian 
Industries. 

14.16 Summary 

In this unit, first we have highlighted the role of education in human 
resource development. Education means the development of all such 
capacities and abilities that can be of some use to the society and the 
individual. Education is a prerequisite of economic developments. 
Economic development assumes a particular set of attitudes and values, 
or broadly a new culture of its own. Without rationality, without 
impersonality, bureaucracy and the qualities of thrift, planned economic 
development can hardly become a reality. Education seems to be an 
important agency for fostering such values and attitudes among the people 



and preparing them for economic development. Education makes the 

individual conscious of their role in society. People should know their duties 
and obligations to society and be able to perform them well. Education 
must be able to give the opportunityfor livelihood. Students must be able 

to earn through education. T 

In this unit, we have also talked aboutthe "eed and impohance fo 
TQM. "Total Quality Management (TQM) is the need of the day." In response 

to competitive pressures, a growing number of organizations are adopting 
the unique philosophy concerning quality called TQM. TQM aims at 

producing best possible product and service through regular innovation 
by doing right things every time. TQM indicates consumer oriented quality- 
oriented management philosophy. It is a commitment to quality by all 
managers and workers. TQM is a philosophy for achieving customer 

satisfaction, which involves all -managers, employees and users. It is 
management by commitment and not management by control. 

14.17 Glossary 

(1) Education:- Overall development by bringing out the best out of an 
individual. 

(2) Training :-Giving Technical and Mechanical knowledge. 

(3) Vocationalization:- Job Orientation. 

(4) Development:-Actualization of potential capabilities. 

(5) Total Quality Management:- It is an approach to achieve qualitywork 
in all aspects. 

14.18 Suggested Readings 

(1) K. Aswathappa -Organizational Behavior 

(2) P. Subba Rao - Essential of Human Resource Management and 
Industrial Relations 

(3) C.Mamoria and S.V.Gankar - Personnel Management 

(4) Misra and Puri - Business Economics 

(5) A.M. Sarma - Personnel and Human Resource Management. 

14.1 9 Question Pattern 

Q.1. Discuss the role of education in economic and social development. 

Q.2. Discuss the need for vocational and technical education in India. 



Q.3. What do you mean by Total Quality Management (TQM)? Explain its 
characteristics? 

Q.4. Explain the need of TQM in India? 

Q.5. Explain the advantages and limitations of TQM? 

Q.6. Discuss the problems of implementation of TQM in Indian Industries. 
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Global Mindset, Health 

Unit Structure 

15.0 Objectives 

15.1 Introduction 

15.2 Meaning of global mindset 

15.3 Important personality Traits constituting a global mindset 

15.4 Need of developing a global mindset 

15.5 BenefitslUtility of developing a global mindset 

15.6 Introduction, Meaning and Definitions of lndustrial HealthIEmployee 
HealthIPositive Health 

15.7 Importance of lndustrial I Employee Health 

15.8 Occupational hazards and risks 

15.9 Statutory provisions to safeguard employees against occupational 
diseaseslhazards 

15.10 lndustrial Hygiene Department 

15.11 lndustrial Health Programme 

15.1 2 lndustrial Medical Officer 

15.1 3 Summery 

15.1 4 Glossary 

15.1 5 Suggested Readings 

15.1 6 Questions Patterns 

15.0 Objectives 

(1 ) To enable the students to understand the meaning of global mindset, 
it's need and importance and also the benefits of developing a global 
mindset. 

(2) To familiarize the students with the concept of IndustrialIEmployee 
Health and its importance. 



(3) To provide information about various occupation hazards and risks 
workers are exposed to. 

(4) To inform students about the various health services provided by a 
typical organization to safeguard employees against occupational 
hazards and risks. 

15.1 Introduction 

Today's Managers require global mindset in order to be successful 
in a global competitive environment. Today, due to globalization, there is 
need to develop skills and ability to acquire more skills. Young generation 
needs to be ready to go anywhere for job or business. Even culture should 
not come as obstruction. Newwork settings or Cultural settings should 
not be the obstacle. Business men should also be flexible in nature in 
techniques or marketing. They should be able to operate from any place 
in the world. Communication revolution has broken all the barriers. We 
need to develop a set of characteristics or human skills that are essential 
to survive, develop and progress in a global environment. 

15.2 Meanina of Global Mindset 

Globalization has brought about changes not only in the ways in which 
we do business but it has also changed the way we think. In order to 
survive in global environment, we need to develop strategies and skills 
which will help us to deal with. issues and problems that are likely to crop 
up in a global environment. Globalization is a state of mind and being 
'global' requires an awareness of what is going on around the world and 
how that impact business and business practices. 

Global mindset can be defined as a perpetual filter through which 
we view the world. It involves developing a particular outlook as to how we 
can view the world and those around us. 

Global mindset refers to a set of characteristics or human skills that 
are essential to survive develop and progress in a global environment. 
Developing a global rnindset is a continuum, not a process finished in 
one simple step. 

Check your Progress:- 
(2.1. Explain the meaning of the term 'Global Mindset.' 



- - 

15.3 Important Personality Traits Constituting a Global 

Mindset 

According to Delaney (2001), following are the important personality 
traits, which constitute a global min$set:- 

(a) Ability to  deal with uncertainty and change:- 

'The world, especially the world of global business is fast changing. 
Adapting to such changes and constantly tuning oneself to face uncertainty 
and change will help one to adapt and progress in a competitive global 
environment. Peter Drucker has v e j  well summarized the requirement of 
this ability when he says that "One can not manage change, one can only 
be ahead of it." 

(b) An all encompassing perspective:- 
A global mindset requires that one develop an all ,encompassing 

perspective. It implies that we should act globally but at the same time 
take the local needs into consideration. The common saying "thinkglobally, 
act locally" is a mindset that helps one to take broader view of objects 
and events. 

(c) Open to  new experiences:- 

Global mindset requires openness to novel experiences. Even crises , 
are welcomed as it often seems a turning point intone's growth and , 
development. New experiences help one to be more adaptive and 
inn0vative.A business enterprise survives in a global market only when it 
is innovative and adaptive. One can be open to new experiences when 
one is willing to leam and relearn new things as well as unlearn maladaptive 
ways of doing things and dealing with others. Thus, openness to 
experience also involves learning, relearning and unlearning. Multinational 
and transnational organizations are today spending huge amounts in 
training and re-training their employees so that they become more and 
more oriented to new experiences. 

(d) Adaptability and Sensitivity to  others:- 

Global mindset involves adaptability and sensitivity to others. 
Adaptability means finding out how different markets operate and how 
individuals react. An individual having a global mindset is sensitive to the 
cultural values of other countries and cultures. An individual with a global 
mindset knows how to change gears and work with different conditions 
around you. An individual with a global mindset does not withdraw when 
faced with cultural differences. They confront and learn to adjust to such 
cultural differences. 

(e) Ability to  take risk:- 

An individual with a global mindset is willing to take risk and is not 
afraid of either success or failure. 



(f) Attention to etiquette, netiquette and protocol:- 

An individual with a global mindset pays considerable attention to 
etiquette netiquette and protocol. Helshe knows how to handle situations 
diplomatically. 

(g) Passion, enthusiasm, playfullness and curiosity:- 

These are another set of characteristics that constitute global 
mindset. Business negotiations having these sets of personality 
characteristics are more likely to be successful and beneficial. These traits 
are contagious and irresistible. They draw people to you no matter where 
in the world you are. In their book "The global challenge: Building the new 
world wide enterprise", Robert Moran and John Reisenberger 

( Mc Graw Hill, 1994) have noted that global mindset is an attitude 
and not simply knowledge or information. They further stress the fact that, 
"the competencies outlined under the global mindset will require 
educational experiences that explore and promote self-awareness, 
personal values, cultural sensitivity, behavior modification and other non- 
traditional themes." 

According to Hollenbeck and Mc Gall, global mindset develops when 
an executive develops the following characteristics:- 

(1) Open-mindedness and flexibility in  thought and tactics:- 
A global executive is not ethnocentric and is open to new ways of 

looking at things and experimenting with new products, procedures etc. 

(2) Cultural interest and Sensitivity:- 

An individual with a global mindset is culturally sensitive and respects 
other cultures people and points of view. Helshe is non-judgmental and 
empathic. 

(3) Able to deal with complexity and change:- 
Aglobal mindset develops when one learns to handle complex issues 

successfully and learns to deal with changes, even periodic changes in 
an efficient manner. 

(4) Resilient and resourceful:- 

An individual with a global mindset is self-reliant, creative and is 
able to adjust to adversity, stress etc. in an adaptive manner. 
(5)  Honesty and integrity:- 

An individual with a global mindset is authentic and consistent. He 
follows certain ethical ways of doing business and avoids short term gains 
at the expense of long term loss. 

Check Your Progress:- 

Q.1. Highlight the important psychological traits constituting a global 
mindset. 



15.4 Need of Developing a Global Mindset 

Today's managers require global mindset in order to be successful 
in a global competitive environment. Today, young people should not 
depend on their own country for career. They should be able to switch 
over to new jobs any where in the world. Businessmen should also be 
flexible in nature, in techniques or marketing. They should be able to 
operate from any place in the world. Communication revolution has broken 
all barriers. People have learned a common language for communication 
e.g. Computer. Today, due to globalization, there is a need to develop 
skills and ability to acquire more skills. Young generation needs to be 
ready to go anywhere forjob or business. Even culture also should not 
come as obstruction. Newwork settings or cultural settings. Should not 
be the hindrance (obstacle) 

(a) Changing nature of jobs:- 

Technology has changed the work design. It changes the Structure 
of organization. New technologies substitute machineryfor human labor 
in transforming in-puts into outputs. It has been the computerization of 
equipment and machinery in the last quarter-century that has been the 
prime-mover in reshaping the 20th centuryworkplace. ATM has replaced 
thousands of workers in the banks. Robots are used in automobile 
industries. IBM has built a plant in Austin, Texas that can produce laptop 
computers without the help of any worker. Everything from the time parts 
arrive at the IBM plant to the final packing of finished products is completely 
automated. And an increasing number of companies, small and large alike 
are turni~g to multimedia and interactive technology for employee training. 

(b) Total quality management:- 

Tots1 quality management as a philosophy of Management has been 
driven by the constant attainment of customer satisfaction through the 
constant improvement of all organization processes. Error-free 
performance is what constant improvement process expects. 'There should 
be uniformity of the product or service. This, in turn, leads to lower costs 
and higher quality. 

The constant search for never-ending improvement requires a 
circular approach rather than a linear one. This is known as plan-do-check- 
act (PDCA). Management plans a change, does it, checks the results 
and depending on the outcome, acts to standardize the change or begin 
the cycle of improvement again with new information. 

For the employees, it implies, they are no longer able to rest on their 
previous accomplishments and success. So, for some people, they may 
experie~ce increased stress from a work climate that no longer accepts 



continuitywith the present situation. This can result intostressand anxiety 
but empowered work team who have experience and involvement in 
process improvement, can reduce such anxiety. 

(c) Reengineering:- 

It means throwing out irrelevant and starting again. It means 
management should start with a clean sheet of paper -rethinking and 
redesigning those processes by which the organization creates values 
and does work, freeing itself of operations that have become outdated in 
the computer age. In today's highly competitive global market place, 
companies are realizing that they are compelled to reengineer their work 
processes if they are going to survive. And employers " will have to get on 
train." 

Large numbers of people are going to lose their jobs as a direct 
outcome (result) of reengineering efforts. This leads to downsizing the 
companies. Only those who are really efficient and useful will then survive. 
After reengineering, the new jobs will typically require a wide range of 
skills, include increased interaction with customers and suppliers, offer 
greater challenge, contain more responsibilities and provide higher pay 
scales. 

(d) Flexible manufacturing Systems:- 

These systems can manufacture hundreds of different parts by a 
single machine. In a global economy, these manufacturing organizations 
that can adapt (respond) rapidly to change have a competitive advantage. 
Instead of fixed assembly lines, flexible technologies are increasingly 
necessary to compete effectively since customers have different needs 
and requirements today. Management no longer has to produce in bulk or 
thousands of identical products to achieve low per unit production costs. 
With flexible manufacturing, when managementwants to produce a new 
part, it does not change machines, it just changes the computer program. 
Some automated plants can build a wide variety of defect-free products 
and switch from one product to another from a central computer. 

People working under flexible manufacturing system require more 
training and higher skills. Les number of employees can do a greater 
variety of jobs. All employees need to go for training to be able to perform 
more calculations, reading blue prints, do more statistical process, use 
control methods, or some computer skills, and solving the problems 
involved in dealing with fellow workers. People are more free to make 
their own decision and work as teams. 

(e) Workers obsolescence:- 

Today-no more the worker can rely on one skill he has acquired 
before he has joined. New technologies driven by computers, 



reengineering, TQM and flexible manufacturing systems are changing the 
demands ofjobs and the skills employees need to do them. Today workers 
need to be technically trained or especially computer trained to solve daily 
problems or even to record daily outputs. As the world changes, 
professionals will also need to change if they are to survive. There is a 
need to be oriented to change-change in work technology, working 
schedule, working climate and today no ,one can rely on the same 
qualification or abilities to work. There is urgency to increase the capacities 
both physically and mentally in order to fit in the new situations. Due to 
globalization, one can also be prepared to go anywhere in the world and 
work there. 

(f) Communication revolution:- 

Internet has changed the system of communication globally. Today, 
each and every information reaches every where without delay. Whatever 
is going on in one part of the world is known to all in next,minute. 

Even business is going on the basis of such rapid mode of 
communications. People need to know the lahguage of such universal 
communication. They must feel one with others. No area is isolated. 
Everyone is required to be literate and aware. Without the knowledge 
about use of computer or internet technology, people are considered 
illiterate. Such communication is necessary and individuals must feel 
themselves capable of contacting any country any timk. This is known as 
world approach. Now no more our own country is the desirable venue to 
work. 

(g) Cross cultural setting:- 

Behavior in organizational settings varies across cultures. Thus 
employees based in India, Japan, Germany and The U.S. are likely to 
have different attitudes and patterns of behavior. In different cultural 
settings, management practices also vary. If we know different or varied 
operations practiced by management in other cultures, we can enhance 
our knowledge and can benefit ourselves. Cultural differences influence 
perception of people about work, group harmony, cooperation, teamwork, 
discipline and other aspects of life. For example, Japanese have full faith 
in their government, are highly result-oriented and directed towards - - .  

perfection. They are also very disciplined and highly educated. 
Comparatively, Indians believe in bureaucratic system, apathetic towards 
others, have lack of discipline and believe in inequalityof human beings. 
Their education level is also not very high. 

Check Your Progress:- 

Q.1. Discuss the need of developing a global mindset. 



15.5 Benefits or utility of Developing a Global Mindset 

Many scholars and management experts including Jean Pierre 
Jeannet, McGall and Hollenback, Govindarajan and Gupta have highlighted 
the benefits or utility of developing a global mindset in a global environment. 
A great deal of research literature has clearly demonstrated the beneficial 
aspects of developing a global mindset. Small countries such as 
Netherlands, Singapore, and Switzerland have been able to create global 
mindset among their corporate managers and are today reaping huge 
profits through global marketing. 

Indian business giants including Muketsh Ambani have also pointed 
out towards the importance of cultivating global mindset among our 
younger executives. Management and business schools, in India, need 
to restructure their course curriculum and learning experiences provided 
to their students in ways which will not only develop but also enhance 
global mindset which alone will help the future managers to face the global 
business challenges in a global competitive environment. Today's 
managers require global mindset in order to be successful in a global 
competitive environment. 

Check Your Progress:- 

Q.1. Explain the utility or benefits of developing a global mindset. 

15.6 Introduction, Meaning and Definition of Industrial 
HealthlEmployee Health1 Positive Health 

The term "Health" is a positive and dynamic concept and implies 
more than an absence of illness. The W.H.0 has defined health as, " a  
state of complete physical, mental and social well being and not merely 
the absence of disease or infirmity." 

Industrial health refers to a system of public health and preventive 
medicine which is applicable to industrial concerns. 

According to the Joint I.L.O.1 W.H.O. Committee on Organizational 
Health, industrial health is :-(I) the prevention and maintenance of physical, 
mental and social well-being of workers in all occupations; (2) Prevention 
among workers of ill-health caused by the working conditions; (3) 
Protection of workers in their employment from risks resulting from factors 
adverse to health; and (4) Placing and maintenance of the worker in an 



occupational environment adapted to his physical and psychological 
equipment. 

The Modem concept of industrial hygiene refers to" the health which 
is the outcome of the interaction between the individual and his 
environment. He is healthy who is well adjusted." In other words, industrial 
health depends not only on the individual but also on the environment in 
which he lives and works. 

The basic objective of industrial health is the prevention of disease 
and injury ratherthan the cure of disease. It involves a programme of health 
conservation and prevention of occupational disease. 

Veil observes that the aim of industrial hygiene is "the promotion 
and maintenance of the highest degree of the physical, mental and social 
well-being of workers; the prevention of factors which make for ill-health 
in their working conditions; their protection in their occupations from risks 
arising form factors which are adverse to the maintenance of health; the 
placing and maintenance of the worker in an occupational environment 
which is adapted to his psychological and physiological equipment; and 
to summarise, the adaptation of the work to man and each man on his 
job." 

Check Your Progress:- 

Q.1. What do you mean by industrial healthlemployee health? Explain. 

15.7 Importance of Industrial1 Emplovee Health 

Health promotion among employees at the work place should be an 
integral element of a company's business strategy. 'The reason is that a 
healthy worker is productive worker. Since a large number of workers 
spend a great deal of their time in an industrial setting their environment 
is not usually conducive to a healthy life. Moreover, malnutrition, insanitary 
and psychological conditions, and the strains and stresses under which 
they live impair their health. "On the one hand, efficiency in work is possible 
only when an employee is healthy; on the other, industry exposes him to 
certain hazards which he would not meet elsewhere and which may affect 
his health. It is with the intention of reducing these hazards and improving 
the worker's health that the discipline of industrial health came into being 
as a branch of public health in its own right." 

The symptoms of bad health are a high rate of absenteeism and 
turnover, industrial discontent and indiscipline, poor perfgrmance and low 



productivity. That is the reason, why, when industrial health programmes 
are introduced, both employers and employees benefit. Areduction in the 
rate of labour turnover, absenteeism, accidents and occupational 
diseases has been the natural consequence of industrial health 
programmes. The other benefits, which can not be easily measured, 
include reduced spoilage, improved morale, increased productivity per 
employee and a longer working period of an individual. 

Keeping in view the importance of industrial and occupational health, 
the I.L.O. Recommendation No.112 was adopted in 1959. It envisages 
that:- 

"Occupational health services should be established in or near a 
place of employment for the purpose of: 

(i) Protecting the workers against any health hazard arising out of work 
or conditions in which it is carried on; 

(ii) Contributing to establishment and maintenance of the highest 
possible degree of physical and mental well-being of the workers." 

The I.L.O. also expressed its concern regarding increased hazards 
resulting from radiation processes, consequent upon fast changes in 
industrial technology. 

In India, the Royal Commission On Labor (1931), the Labor 
Investigation Committee(l946), the Health survey and Development 
Committee (1943), the Labor welfare Committee (1 969), and the National 
Commission on Labor (1969), all emphasized upon the "creation and 
maintenance of as healthy an environment as possible, in the homes of 
the people as well as in all places where they congregate for work, 
amusement or recreation are essential." 

Check Your Progress:- 

Q.1. Explain the importance of Industrial / Employee Health. 

15.8 Occupational Hazards and Risks 

Employees in an industrial establishment are often subject to certain 
health hazards and occupational diseases." Occupational diseases are 
the results of physical conditions and the presence of industrial poisonous 
and non-poisonous dust in the atmosphere. 

According to Roland Blake, the normal occupational health hazards 
my be classified into chemical, biological, environmental and 
psychological hazards. 



Chemical substances such as carbon monoxide, carbon dioxide, 
nitrogen oxide, sulphurdioxide, ozone, sulfuric acid, fumeric acid etc. cause 
injurywhen they are absorbed by the skin orwhen they are ingested or 
inhaled. The results are often disastrous. Workers may suffer from 
respiratory diseases, skin diseasets, allergy, heart disease, cancer and 
neurological disorders, all of which often shorten life expectancy. 

Gases, fumes and dust raised by such processes as grinding and 
crushing of stones or minerals may be inhaled by workers and cause a 
serious injury or even death. 

Among the biological hazards are included diseases which are 
caused by bacteria, fungi, viruses, insects, dietarydeficiencies, excessive 
drinking, imbalances, allergies, brain fever, tetanus, emotional stresses 
and strains with their psychological concomitants oifear, rage, worry and 
anxiety. All these affect the health of employees. 

Among the environmental hazards may be included radiation, noise, 
vibration, shocks and improper atmospheric conditions. 

There are a number of ill-effects due to exposure of work stress. 
Chief among them are high blood pressure, ulcer, loss of appetite, accident 
proneness etc. By and large, these can be grouped under physiological, 
psychological and behavior patterns. 

Physiological diseases:- Changes in metabolism, increase in heart 
beat, blood pressure, heart attack etc. Others are increases in weight 
obesity, diabetes, kidney and liver complaints sleeplessness. 

Psychological diseases:- stress induces changes in many attitudes 

(a) Job dissatisfaction 

(b) Tension, depression, anxiety, boredom, etc 

(c) Irritability, mental disturbances. 

d) Boredom, loss of interest. 

(e) Inability to concentrate on job or any other important issue. 

(9 Incoherence in action, behavior and thinking 

(g) Psycho-somatic disorder like headache, neck ache, loss of appetite, 
joint pains, diabetes, blood pressure etc. 

Behavioral patterns:- 

(a) Alcoholism : The person becomes alcoholic 

(b) Absenteeism and turnover: The worked remains absent form job 

(c) Accidents : The individual can meet with accidents under tension 

(d) Excessive smoking : Smokers increase their infrequently intake. 

(e) Addiction to drugs: Drugs may be used as anti-depression 
mechanisms. 



(f) Poor performance in terms of productivity and efficiency. 

(g) Lack of desire to improve. 

Identification prevention, Medication, meditation, exercises, avoid 
isolation, overcome obsolescence etc are certain imp. remedial measures 
against work stress. 

A typical organization renders the following health services to its 
employees:- 

(1) Pre-hiring medical check-up for all employees. 

(2) Periodical physical check-up of all employees. 

(3) First aid treatment following an accident. 

(4) Treatment of minor complaints such as cold, cough, fever, 
headaches. 

(5) Control of occupational health hazards 

(6) Rehabilitation and job placement of seriously injured workers who 
have neen cured but suffer from some disability. 

(7) Provision of healthy sanitary facilities such as supply of potable water, 
disposal of waste and effluents, provision of healthy food, provision 
of personal services, good housekeeping etc. 

(8) Special examination of eyes, teeth, ears, when needed. 

(9) Co-operation with family physicians, local hospitals, clinics as well 
as with specialists. 

(11) Maternityand child welfare, including family planning. 

(11) Adequate ventilation, good lighting, tree planting and good 
residential quarters. 

Check Your Progress:- 

(2.1. Write a brief note an occupational hazards and risks. 

15.9 Statutory Provisions to safeguard employees 

against occupational diseases1 hazards 

The Factories Act 1948 and Worker's Compensation Act 1923 have 
made certain provisions to safeguard employees against occupational 
hazardsldiseases some of which are as follows:- 

(a) Cleanliness 

(b) Disposal of waste and effluents 



(c) Adequate ventilation and temperature 

(d) Protection against dust and fumes 

(e) Lightingllllumination -adequacy 

(f) Prevention of overcrowding 

(g) Provision of drinking water 

(h) Provision of latrines and urinals 

(i) Provision of first aid treatment 

(j) Compensation on injurylsickness due to occupational diseases. 

Check Your Progress:- 

Q.1. Describe certain important statutory provisions to safeguard 
employees against occupational diseaseslhazards. 

15.1 0 lndustrial Hygiene Department 

In every large industrial unit, there is a separate department of 
lndustrial Hygiene which is generally a part of the medical department. In 
some, it is attached to the safety department, in others, its personnel is 
scattered between the medical and safety departments. 

The lndustrial Hygiene Department generally deals with those 
hazards which are likely to cause an occupational disease. These are:- 

(a) Thermal environment, which may cause heat exhaustion, heat 
strokes, heat cramps or frost bite. 

(b) High or low atmospheric pressure such as is encountered by divers, 
tunnel workers and astronauts. 

(c) Mechar~ical vibrations such as those caused by air hammers. 

(d) Electro-magnetic and ionizing radiation. 

(e) Noise which may cause auditory damage and nervous tension. 

(f) Inhalation of contaminated air, which is the most common cause of 
respiratory and other diseases. 

(g) Skin diseases which are caused such irritants as acids, solvents 
etc. 

Check your Progress:- 

Q.1. Write a brief note on lndustrial Hygiene Department. 



15.11 lndustrial Health Programme 

Every industrial unit has a positive policy which aims at maintaining 
the good health of employees, whetherthey are on thejob or off the job. 

A Comprehensive industrial health programme should include:- 

(a) A professional staff of physicians and nurses. 

(b) Adequate facilities for emergency care and injuries sustained in the 
course of work, and for the conduct of pre-employment and post- 
employment medical check-ups. 

(c) Proper first aid treatment for occupational injuries and diseases. 

(d) A careful post-employment medical examination of those who are 
exposed to particular occupational hazards. 

(e) Reasonable first aid treatment of employees for non-occupational 
ailments - for example, for cold, sore throat, skin disorders, 
headaches etc. 

(f) Information and educational services which aim at promoting the 
health of employees. 

(g) The maintenance of adequate and confidential medical records. 

(h) Co-operation of the company medical officer with those who are 
responsible for accident prevention and control of environment with 
a view to achieving an integrated employee health programme. 

(i) Co-operation with public health authorities in implementing a mass 
inoculation programme and other measures for the prevention of 
communicable diseases and 

(j) Advice on, and supervision of, the provision and maintenance of 
satisfactory sanitary conditions in the factory premises. 

Check Your Progress:- 
Q.1. Write a brief not on lndustrial Health Programme. 

15.12 lndustrial Medical Officer 

The duties of the Industrial Medical officer shall include the following 

(1) To examine fresh recruits for employment and advise on to their 
selection and placement. 



(2) To provide immediate treatment of medical and surgical 
emergencies and periodical examination of persons exposed to 
special hazards and processes. 

(3) To examine persons returning to work after illness or incapacity. 

(4) To advise management regarding general factdry hygiene, health 
of the workers, the occurrence and risk of hazards, accident 
prevention and so on. 

(5) To medically supervise canteens to ensure the cleanliness, good 
quality and physiological adequacy of the food., 

(6) To maintain case history and medical record of each and every 
worker in the establishment. 

(7) To encourage supervisors to report signs of ill-health in any of their 
workers. 

(8) To impart health education to the employees and oruanize lectures, 
seminars, symposia related to health hazards and stress 
management. 

The Industrialmedical officer should maintain close co-ordination 
and collaboration with the personnel departments, outside health services 
like panel doctors, insurance medical practitioners and also with the public 
health authorities. 

Check your progress:- 
Q.1. Explain the duties of the Industrial Medical Officer. 

15.13 Summary 

In this unit first we have stressed the need and importance of 
developing a global mind set. Global mindset refers to a set of 
characteristics or human skills that are essentials to survive, develop and 
progress in a global environment. Developing a global mindset is a 
continuum, not a process finished in one simple step. Being Global 
requires an awareness of what is going on around the world and how 
that impact business and business practices. 

In this unit, we have also emphasized the importance of industrial1 
employee health. Industrial health refers toa system of public health and 
preventive medicine which is applicable to industrial concerns. The basic 
objective of industrial health is the prevention of disease and injury rather 
than the cure of diseases. It involves a programme of health conservation 
and prevention of occupational diseases. 
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15.14 Glossary

A Globa - - : se: : - acproach to adopt flexibility and adaptability.

Stress - ':':'s :c an individual's reaction to a disturbing factor in
:e environment.

Health - A s:a:e of complete physical, mental and social well-
:e ^g and not merelythe absence ofdisease and
innrm ity.

lndustrial / Employee

Health - refers to system of public health and preventive

medicines which are applicable to industrial
mncerns.

Occupational

diseases - These are the results of physical conditions and the
presence of industrial poisonous and non poisonous

dust in the atmosphere.
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Perssonnel Management
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Organisational Behaviour

Organisational Behaviour
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15.16 Question pattern

What do you mean by global mindset?. Explain the need, importance

and benefits of developing s global mindset

Explain the meaning of the term lndustrial/Employee Health. Explain

its importance.

Write a brief note on:-

a) Occupational Hazards and risks

b) Duties of lndustrial Medical Officer.

c) lndustrial Health Programme.
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