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INTRODUCTION

BUS 831: Organisational Theory and Behaviour israd credit course,
available to all students of M.Sc. Business Adntrat®on programme
of the Faculty of Management Sciences. The cowssists of 21 units,
which cover the concept and theory of organisatiaih@ory and
behaviour. This course guide tells you briefly wigdS 831 is all
about, the materials you will be using and how tkenuse of them. It
also includes self-assessment and tutor-markedignss

COURSE AIMS

The aims of this course are to expose you to ther@af theory and
reviews of major organisational theories, and te ttoncepts and
practices of organisational behaviour as the bdeesguiding the
management of organisations.

COURSE OBJECTIVES

At the end of this course, you should be able to:

. explain the different organisational theories dmglrtthemes
o explain the principles, theories, and practicesomgjanisational
behaviour.

WORKING THROUGH THE COURSE

You are required to read the study units in eaclut® in addition to
relevant textbooks and journal articles that wélghyou to understand
the issues and be well grounded. This study is Iffieghb to aid your

understanding. There are self-assessment exerarseéstutor-marked
assignments in each unit. You will, at the end lné semester, be
examined on this course.

COURSE MATERIALS

THE National Open University of Nigeria providesuyavith course
materials namely;

o Course Guide
. Study Units
o References for further Reading
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STUDY UNITS

The study units in this course are as follows:
Module 1: Introduction to Organisational Theory and Behaviour

Unit 1. Introduction to Organisation

Unit 2: Classical Organisation Theory

Unit 3: Neo-Classical Organisation Theory

Unit 4. Human Resource/Organisational Behaviouspettive
Unit 5: Modern Structural Organisation Theory

Unit 6: Systems Theories of Organisation

Unit 7: Introduction to Organisational Behaviour

Module 2: Individual Behaviour

Unit 1: Personality

Unit 2: Perceptions and Individual Decision-Making
Unit 3: Job Satisfaction

Unit 4: Emotions and Mood

Unit 5: Motivation

Module 3: Group Behaviour

Unit 1: Foundations of Group Behaviour
Unit 2: Communications

Unit 3: Work Teams

Unit 4: Leadership

Unit 5: Power and Politics in Organisations
Unit 6: Conflict and Negotiation

Unit 7: Organisational Structures/Design

Module 4: Organisation Systems

Unit 1. Organisational Culture/Climate
Unit 2: Organisational Change and Development

MODULES

This course is grouped into four modules namely: dMe 1:
Introduction to Organisational Theory and Behavioitodule 2:
Individual Behaviour; Module 3: Group Behaviour;damModule 4:
Organisation Systems.
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ASSESSMENTS

Your assessment on this course will be two-prondédst, you are
required to study each unit, attempt the tutor-redrlassignments and
send them to your Centre for marking. Second, yballssit for
examination on this course at the end of the semnedthe self-
assessment exercises are meant for you to mondar personal
progress on the course.

TUTOR-MARKED ASSIGNMENTS

The tutor-marked assignments constitute your captis assessment,
and accounts for 30% of the total score for thigrse. You are required
to attempt, at least, four tutor-marked assignmehtee of which must

be submitted to your Centre before you sit for #wd-of-course

examination. Your Facilitator will give you the eutmarked assignment
to attempt and submit.

FINAL EXAMINATION AND GRADING

You are required to sit for examination at the ehdhis course. The
examination accounts for 70% of the total scoretfis course. Your
score in the examination will be added to your eadaorthe tutor-marked
assignment to make up your total score for thesmuyour Centre will
inform you of the examination period.

COURSE MARKING SCHEME

ASSESSMENT MARKS

Tutor-marked assignments 1-4 Best three (3) mailks ab the
four (4) assignments, for a total |of
30% (10 marks each).

End of course examinati 70% of overall course mar

Total 100%

HOW TO GET THE MOST FROM THIS COURSE
To make the most from this course guide:

Design your study schedule

Stick to your schedule

Gather your study materials

Follow the study units sequentially

Go through the objectives of each study unit, aftedying the
unit, to convince yourself that you understood tim&. If there
are doubts, re-study that unit and/or seek support.

vi



BUS831 COURSE GUIDE

o Make your personal notes as you study the unitsg; whll help
you to revise for your examination more easily.
o Meticulously revise this study guide as part of ypreparation

for the end of course examination.
SUMMARY

This course, BUS 831: Organisational Theory andaBe&ur, exposes
you to the review of major organisational theori@sd to the concepts
and practices of organisational behaviour as tleeddor guiding the
management of organisations. A good understandirtbeostudy units

will equip you to pass your examination comfortaore importantly,

it will equip you to perform well at work and evehinto an effective

and efficient manager.

Vii
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MODULE 1 ORGANISATIONAL THEORY

Unit 1 Introduction to Organisation

Unit 2 Classical Organisation Theory

Unit 3 Neo-Classical Organisation Theory

Unit 4 Human Resource/Organisational Behaviouspestive
Unit 5 Modern Structural Organisation Theory

Unit 6 Theories of Organisation and Environment

UNIT 1 INTRODUCTION TO ORGANISATION
CONTENTS

1.0 Introduction

2.0 Objectives

3.0 Main Contents

4.0
5.0
6.0
7.0

1.0

3.1 Meaning of Organisation
3.2 Features of organisation
3.3 Types of Organisation
Conclusion

Summary

Tutor-Marked Assignments
References/Further Reading

INTRODUCTION

It is logical that we start our discussion of Ongational Theory and
Behaviour from a discussion of what an organisatisn why

organisations are formed, the different types gfaarsations, etc. Our

understanding of these basic issues will aid owtewstanding of this
course.

2.0

At the

OBJECTIVES
end of this unit, you should be able to:
explain the meaning of organisation

identify the features of organisations
identify the types of organisations.
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3.0 MAINCONTENT
3.1 Meaning of Organisation

It is important to understand, at this level of yoeducation, that
definitions of concepts or phenomena are importarttmay not be as
important as the understanding and description hef teatures or
characteristics of those concepts and phenomemsisTéspecially so in
management and social sciences where there arecdesensus on
definitions, especially at the postgraduate leVélis does not, in any
way, suggest that definitions are irrelevant bat the may have greater
consensus on the features or characteristics oheept or phenomenon
than on definitions.

The word “organisation” is known to refer to a scaf operation that
requires the involvement of two or more personadbieve. This may
be due to the nature or scale (size) of the omerator example, one
person may cook and serve him- or herself, eatveagh dishes alone,
but it may be impossible for one person to cookyeseand wash dishes
for a big restaurant with many customers, alones fidstaurant owner
must employ people to assist him or her to ruArt.operation may also
require the involvement of more than one persontdugn inherent or
acquired inability of an individual to carry outparticular task alone.
For instance, a man who wants to start a familywsthat he cannot
keep himself company. He needs another persorajotpat role. And if
he wants to also have his own biological childrére may be
biologically unable to make children all by himsetfe will have to
partner a productive female to be able to do s biological inability
compels him to involve another person to form ailianSimilarly,
somebody who has a very good business idea maydigeuto finance
the idea (he looks for partners) or execute the id®ne, and may
employ workers to assist him.

Restaurant and family are organisations. Each wasdd because of an
individual’s inability to cope with the scale ortaee of the operation,
making him or her to employ, partner, or marry aeotperson(s) to
form an organisation. So, organisations are forteethake up for the
inabilities of individuals.

The foregoing discussion reflects Robbins, Judge, Vdohra’s (2013)
definition of organisation as “a consciously cooaated social unit,
composed of two or more people that functions orrektively
continuous basis to achieve a common goal or sgpaik” (p.5).
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3.2

Features of Organistion

From our definition of organisation, as stated aawganisations have
the following features, which agree with the restatt and family
examples above:

3.3

It is a social unit

It is consciously established and coordinated

It is composed of two or more persons

It functions on a relatively continuous basis

It is aimed at achieving a common goal or set @lgie may be
production, distribution, consumption purposes, etc

Types Of Organisation

As mentioned earlier, both restaurants and fam#gies organisations.
Organisations can be classified by their primarjective: e.g. for-profit
and not-for-profit organisations; or whether itasmal or informal, etc.

For-profit organisations are commercial organisaidhat are
primarily established to make profits as a waymaréasing the
wealth of its owners. Such organisations may dbysproviding
goods and services to customers at a profit. Pmnediting
organisations in Nigeria are numerous. Examplesludsc
Dangote Cement Plc., Peace Mass Transit LimitedarDa
Communication Plc., First Bank of Nigeria Plc., Bou
Electricity Distribution Company Ltd., among others
Not-for-profits organisations are organisationst tig primarily
established to serve purposes other than profitimgakSuch
organisations may generate revenue from providowpg and/or
services to its customers or clients but at veny lmargins
intended to cover the costs of providing the goaasl/or
services, not for profit. Some of such organisaiare fully
funded by the government. There are also many ah su
organisations in Nigeria, including government rsines,
agencies, and parastatals such as government-ohosutals,
schools, universities, etc. Examples include: NwtioOpen
University of Nigeria, National Hospital; Ministrpf Power,
Works and Housing Nigeria Police Force; and Fed&aad
Safety Commission; among others. Other not-foriprof
organisations are charity organisations (also dalleon-
governmental organisations, NGOs) established bvituals,
groups and corporate bodies to pursue specificesalsxamples
include: Amnesty International Nigeria, Associatiofor
Reproduction and Family Health, religious bodids, e

There are also formal and informal types of orgatons.
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Formal organisations are consciously planned aroidawated,
with well-defined jobs, structure, lines of authyriand
responsibilities, etc., aimed at achieving defiodgectives(s). A
formal organisation is guided by the structure,esuland
procedures of operations usually specified in itHicial

documents, e.g. memorandum of association, artiobés
association, bylaws, etc. Informal organisations apposite of
formal organisations.

Furthermore, there are several typologies of oggiuns in literature,
including those developed by Talcott Parsons (1980u and Scott
(1963), Katz and Kahn (1978), etc.

Parsons identified four types of organisations Hmirt functions
or goals namely; production, political, integrativend pattern
maintenance. Production organisations are thosgupeogoods,
e.g. Dangote Cement PLC. Political organisationse ar
government agencies that pursue the realisatiqoubfic goods
and services, e.g. Federal Ministry of Power, Woidsd
Housing. Integrative organisations are those thswlve conflicts
and promote peaceful coexistence of society, ehg Nigerian
Police, Judiciary, etc. Lastly, pattern maintenanoganisations
are those that pursue the functions of societyisewal and
perpetuation via educational and cultural actigitietc., e.g.
National Open University of Nigeria, churches, moess)
families, etc.

Blau and Scott’s typology classified organisati@tsording to
the basic beneficiaries of organisations’ outpu§scordingly,
they identified mutual benefit associations, busseervice, and
commonwealth organisations. Mutual benefit assmmat are
organisations whose members are its primary beagés, e.g.
Academic Staff Union of Universities (ASUU), Peaple
Democratic Party (PDP), etc. Business concernsi@anisations
that are privately owned, profit making organisasiowhose
owners are expected to be the primary beneficianiesuch
organisations, etc., Dangote Cement PLC. Servigarisations
are those whose primary beneficiaries are memidaisequblic
served by such organisations, e.g. hospitals, s$ghetr. Lastly,
commonwealth organisations are organisations wipyseary
beneficiaries are the general public, e.g. The hagePolice, the
Army, Air Force, Navy, etc.

Katz and Kahn'’s typology of organisations, likettibd Parsons,
classified organisations according to functions a@oals. Like
Parsons, they also identified production, patteamtenance, and
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political organisations (as discussed earlier). yTherther
identified adaptive organisations whose goals arecteate
knowledge, develop and test theories, and applywletdpe
towards solving problems, e.g. Research Centréimersities,
Raw Materials Research and Development Council, etc

40 CONCLUSION

From our discussions in this unit, we can conclinde organisations are
social units; consciously established and coordoiatomposed of two
or more persons; function on a relatively contiraidaasis; aimed at
achieving a common goal or a set of goals. Org#oiza are
necessitated by the need to make up for individo@bilities arising
from the nature and/or scale of operations. Orgdioiss can be
classified in several ways including for-profit andt-for-profit, formal
or informal, and using different typologies, etc.

50 SUMMARY

In this unit, we have studied the meaning of orgaton, features and
types of organisations, including some of the défg typologies of
organisation in literature.

6.0 TUTOR-MARKED ASSIGNMENT

(1) Explain the concept of organisation and discustedtures.

(2) Using three of the typologies you studied in thaét,udiscuss the
types of organisations in Nigeria.

7.0 REFERENCE/FURTHER-READING

Blau, P.M. & Scott, W.R. (1963)Formal Organisations, London:
Routeledge and Kagan Paul.

Cole, G. (2004) Management Theory and Practice (6" ed.). London:
Thomson.

Gibson, J.L., Ivancevich, J.M., & Donnelly Jr.,, J.H1994).
Organisations, (9" ed.). Boston: Irwin/McGraw-Hill.

Hellriegel, D., & Slocum Jr., J.W. (2011Qrganisational Behaviour
(13" ed.). Mason, OH: South-Western, Cengage Learning.

Katz, D. & Kahn, R.L. (1978)The Social Psychology of Organisations.
New York: John Wiley & Sons.
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Kinicki, A. & Fugate, M. (2012)Organisational Behaviour: Key
Concepts, Skills & Best Practices (5" ed.). Boston:
McGraw-Hill Companies, Inc.

Parsons, T. (1960)Structure and process in Modern Society.
New York: The Free Press.

Robbins, S.P., Judge, T.A., & Vohra, N. (201Qjganisational
Behaviour (15" ed.), Delhi: Dorling Kindersley (India) Pvt.
Limited.
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UNIT 2 CLASSICAL ORGANISATION THEORY

CONTENTS

1.0 Introduction

2.0 Objectives

3.0 Main Contents
3.1Dominant Models, Underlying Assumptions
3.2Major Theorists And Contributions

4.0 Conclusion

5.0 Summary

6.0 Tutor-Marked Assignment

7.0 References/Further Reading

1.0 INTRODUCTION

In this unit, we shall consider the oldest majogamisation theory
known as the classical organisation theory. Thigaoisation theory
dominated into the 1930s but remains influentidl today. Our
discussion of this theory will be followed by othmganisation theories
that followed after it.

2.0

OBJECTIVES

At the end of this chapter, you should be able to:

3.0

31

Explain the dominant models and underlying asswmnptiof
classical organisation theory

Identify the major theorists and their contribugoto classical
organisation theory

MAIN CONTENT
Dominant Models, Underlying Assumptions:

Organisations exist for economic and productiorppses

There is one best way to organise production, wbahbe found
through scientific inquiry

Specialisation and division of labour maximisesdurction
Rational economic principles determine the behaviaf
individuals and organisations

Workers are seen as interchangeable parts in maustachines
Factory system of production result in coordinateapital
intensive production

Machines replace production workers and individual
craftsmanship
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. Primarily concerned with the structure of formajamnisations

J Industrial and mechanical engineering-type of thigk
dominated theories on the best way to organiseyotamh.

o Arising from the notion of ‘one best way’ of accolmsping

production tasks, classical organisation theoryieket there
must be one best way of organising firms, which dan
uncovered through scientific observation and amslys

o Organisations should be run on universally appleatientific
principles.

3.2 Major Theoristsand Contributions:
Adam Smith

Considered the father of economics

Division of labour

Management of specialisation

Centralisation of equipment and labour in factories
Economic paybacks on factory equipment
Intellectual foundation of laissez-faire capitalism

Daniel McCallum

" Created the first modern organisation chart
. Principles included:
o] Division of responsibilities
o] Power should be commensurate with responsibilities
o] Reporting system that helped managers to promptly

determine whether responsibilities were properly
implemented and to identify errors and irresporesibl
subordinates.

Fredrick Winslow Taylor

. Considered the father of scientific management
. Created time and movement studies (Taylorism)
. He saw scientific management as the way for firmsntrease

profit, get rid of unions, increase thrift and uies of the working
class, and raise productivity to enable higher oom#ion of
mass-produced goods by workers.

" He opined that the operations of organisations dan
systematically planned and controlled by experssmgaiscientific
principles.

" Based on the idea of one best way of productiornylora

scientific management sought to increase output uisyng
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scientific methods to find out the fastest, mofitet, and least
lathargical method of production.

Henri Fayol
. Developed the first comprehensive theory of managgm
. Identified what he considered the key activitiesany industrial

undertaking namely;

o] Technical (e.g. production of goods)

Commercial (e.g. buying and selling)

Financial (e.g. raising and using capital)

Security (e.g. safeguarding of property and people)
Managerial (e.g. planning, organising, coordinating
controlling)

© O O0OOo

" Major emphasis was on people (managerial)
. Fayol's principles of management include:
o] Division of work
Authority
Discipline
Unity of command
Unity of direction
Subordination of individual interests to the gehargerest
Remuneration
Centralisation
Scalar chain
Order
Equity
Stability of tenure of personnel
Initiative
Spirit de corps

OO0 000000000 O0OO0o

Frank Gilbreth and Lillian Gilbreth:

" Followers of scientific management

" Developed technique to record movements, calleeriligs”,
and process charting. Therbligs includes the fahowitems:
search, find, select, grasp, and hold. But whemetiveas no
motion, therbligs items are: wait-unavoidable, ea=d plan.

" The flow (process) chart was created to enableatia@ysis of
whole operations and process. The symbols usetbw d¢hart
are: inspection, storage, operation, transportatetay.
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Henry Lawrence Gantt

. Gantt is best remembered for his planning charanatCchart. It
was originally used to graphically show the extenvhich tasks
were achieved.

Max Weber

" His work was on bureaucracy

. Identified three types of legitimate authority ndynéraditional,
charismatic, and rational-legal authority.

" Identified the main features of bureaucracy as:
o] A continuous organisation of functions bound byesul
0 Specified sphere of competence, the degree of atytho

allocated and the rules governing the exerciseitbfaaity

o] A hierarchical arrangement of offices

0 Appointment to offices are made on grounds of texin
competence

0 The separation of officials from the ownership bkt
organisation

o] Official positions exist in their own right, andgdolders
have no rights to a particular position
o] Rules, decisions and actions are formulated anorded

in writing. (Cole 2005, p.26)
40 CONCLUSION

Classical organisation theory is production centehcerned with the
structure of the organisation, and using speci@isaand division of

labour to maximise production output. The theorgslmot emphasise
the welfare of workers, it rather sees workersnéesrchangeable parts in
industrial machines. It was preoccupied with firgdthe ‘one best way’

of organising production, which it believed coulé found through

scientific inquiry.

50 SUMMARY

In this unit, we discussed the dominant modelsgudgothg assumptions,
and some of the major theorists and their contidbgt to classical
organisation theory.

6.0 TUTOR-MARKED ASSIGNMENT

Discuss the dominant models and underlying assomptof classical
organisation theory.

10
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7.0 REFERENCESFURTHER READING

Shafritz, J.M., Ott, J.S., & Jang, Y.S. (2011) JedClassics in
Organisational Theory, (7th ed.). Boston, MA: Wadsworth
Cengage Learning.

Cole, G. (2004)Management Theory and Practice (6" ed.). London:
Thomson.

11
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UNIT 3 NEO-CLASSICAL ORGANISATION THEORY
CONTENTS

1.0 Introduction

2.0 Objectives

3.0 Main Content

3.1 Dominant Models, Underlying Assumptions
3.2  Major Theorists and Contributions
Conclusion

Summary

Tutor-Marked Assignment

References/Further Reading

~N o oA~

1.0 INTRODUCTION

The neo-classical organisation theory is the nexhidant organisation
theory after the classical organisation theory thatfirst considered.
This organisation theory started at about the dentthe Second World
War in 1945, through the 1950s. It attacked, anegkbto review the
classical organisation theory.

20 OBJECTIVES

At the end of this unit, you should be able to:

o explain the dominant models and underlying asswnptof neo-
classical organisation theory
. identify some of the major theorists and their dbations to

neo-classical organisation theory.
3.0 MAINCONTENTS
3.1 Dominant Model, Underlying Assumptions:

o Neo-classical organisational theory was critical afid revised
classical organisation theory, especially in relatito the
humanness of workers, processes of decision-malind, the
needs for coordination among administrative units.

o Initiated theories and raised issues that becamdrateto
subsequent schools of thought, e.g. the organrsatioulture
perspective of the organisation.

o Incorporated sociology into organisational theory.

. Neo-classical organisation theorists argued thgamsations did
not, and cannot exist independent of their enviremm

12
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3.2

Neo-classical organisation theory originated a rtégcal
departure from the overly simplistic, mechanistiews of
classical organisation theory.

Major Theoristsand Contributions:

Chester Bernard

Tried to create a comprehensive theory of behaviour
organisations that focused on the need for orgaomsd
members to cooperate to actualise tasks that ohos are
unable to actualise alone

Identified the responsibilities of an executive @screating and
maintaining a sense of purpose and moral code far t
organisation (ii) establishing systems of commutoca and (iii)
ensuring that workers are willing to cooperate

Individual workers must be induced through the okebjective
positive incentives and attitudinal reorientation

Robert Merton

Asserted that Max Weber’s ideal-type bureaucradyihhibiting
dysfunctions and negatively affects those who worik

Herbert A. Simon

Asserted that classical organisation theory wasflicong,
contradictory, inconsistent, and inapplicable to ngna
administrative circumstances confronting managers

Declared organisational theory as the theory of nded
rationality of people who satisfice due to theirteifectual
inability to maximise.

He was a pioneer in the attack on classical org#oris theory,
and the leader in the study of decision-making @sees of
organisations.

Philip Selznick

Contended that though organisations can be desigrat
described in a purely rational manner, that camope with the
non-rational dimension of organisational behaviour.

Observed that organisations are not just made ypbgbositions
but are composed of human beings whose individoalsgand
aspirations may not be consistent with those ofirthe
organisations.

Introduced the concept of “co-optation”, which d#ses the
process of organisations assimilating new elemeantsrder to
prevent them from posing a threat to their intexest

13
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Cyert and March

. Discussed the formation and activation of coalgiorand
negotiation’s demands on the organisation.

= Theorised that firms satisficed, rather than maseprofit.

Melvin Dalton

" Emphasised on structural frictions between line atadf units,

and between the head office of an organisationitaritanches.
Tacott Parsons

" Defined organisation as a social system that fecuse the
realisation of specific goals and contributes, innf to the
achievement of goals of a more comprehensive sysaoh as
the larger organisation or society itself.

40 CONCLUSION

The neo-classical organisation theory developedesponse to the
defects of classical organisation theory, espsaciall relation to the
humanness of workers, process of decision-making, the needs for
coordination among administrative units. It markedeparture from the
simplistic, mechanistic view of the organisation imgorporating the
environment into its theories. It initiated theariand raised issues that
later became central to the organisational cultperspective of
organisation.

5.0 SUMMARY

In this unit, we discussed the dominant modelsgetgohg assumptions,
and some of the major theorists and their contidipstto neo-classical
organisation theory.

6.0 TUTOR-MARKED ASSIGNMENT

Discuss the dominant models and underlying assomgptof the neo-
classical organisation theory.

7.0 REFERENCESFURTHER READING

Shafritz, J.M., Ott, J.S., & Jang, Y.S. (2011) (EdClassics in
Organisational Theory, (7" Edition). Boston, MA: Wadsworth
Cengage Learning.

Cole, G. (2004) Management Theory and Practice (6" ed.). London:
Thomson.

14
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UNIT 4 HUMAN RESOURCE/ORGANISATIONAL
BEHAVIOUR PERSPECTIVE

CONTENTS

1.0 Introduction

2.0 Objectives

3.0 Main Contents
3.1 Dominant Models, Underlying Assumptions
3.2  Major Theorists and Contributions

4.0 Conclusion
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1.0 INTRODUCTION

The third organisation theory we shall be studyisgthe human
resource/organisational behaviour perspective, hvhatarted since
approximately 1957. This theory focused on humanndgse in

organisations and played a big part in laying tbenflation for the
emergence of Organisational Behaviour as a dis@pli

20 OBJECTIVES

At the end of this unit, you should be able to:

o explain dominant models and underlying assumptiohghe
human resource/organisational behaviour perspective
. identify some of the major theorists and their dbations to

human resource/organisational behaviour perspective
3.0 MAINCONTENT
3.1 Dominant Model, Underlying Assumptions:

I. Organisations exist to serve people’s needs, notother way
round.

il. People and organisations need each other (e.g.lepewed
salaries and careers; while organisations needs,ideaman
energy).

iii.  When there is a poor fit between individuals’ amdamisation’s
interests, one or both will suffer. Individuals mayploit the
organisation or the organisation may exploit indixgls, or both.

V. A good fit between individual and organisationaltenests
benefits both sides, by allowing them to satisijitinterests.
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V. Behavioural scientists concentrated efforts atnggyto answer
guestions such as why organisations should allcdvesntourage
their workers to grow and develop

vi.  This approach assumed that flexibility, creativipd prosperity
of organisations flow from growth and development o

employees.
vii.  Considered people to be even more important thganesations.
viii.  Focused on individuals and groups, and the relshims between

them, and between them and the environment ofridpencsation.
iX. Considers organisation as both a dependent andhendent
variable; human behaviour shapes organisation agangation
influences human behaviour.
X. Major themes of this approach include: motivatipower and
influence, leadership, individuals in teams and ugsy
organisational change, effects of the work envirenin

3.2 Magjor Theoristsand Contributions:
Elton Mayo and Hawthor ne Studies Team

I The Hawthorne experiments represent the single sigsificant
set of events that pointed to a conscious theomyrgénisational
behaviour.

il. The experiments provided the basis for a set afraptions that
later displaced the assumptions of classical osgdioin theory.

iii. Results of the experiments showed that complexracting
variables make the difference in motivating peopléhese
variables include: group norms, the willingnessnanagers to
listen to their workers, direct feedback, and woskeontrol over
their work, etc.

Abraham M aslow

I. Every human being is subject to a hierarchy of fneds that
underlie their motivational structure namely; ploysgical,
safety, social, esteem, and self-actualisation :ieed

il. Unsatisfied needs are drivers of motivation.

iii. Satisfied needs cease to motivate.

iv. Satisfied lower level needs are replaced by hidgnegl needs as
the motivating forces.

V. Though this theory is largely not validated, it sens popular in
organisational behaviour.
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Douglas M. McGregor

I. Propounded Theory X and Theory Y, which are cotitrgdasic
managerial assumptions about employees.

. Theory X views workers as inherently disliking wprequiring
coercion and control, avoiding responsibility, amaly seeking
security.

iii. Theory Y assumptions view workers as liking workl axeed not
be coerced or controlled, accept and even seekme#plity, can
exercise self-direction and self-control as long thsy are
committed to organisation’s objectives.

Irving Janis

I. Coined the term “groupthink” to describe the presstor
conformity by members of a group; explanation ofywdocial
conformity is frequently encountered in groups.

il. Groupthink is in operation when the quest for corence in a
cohesive group becomes so dominant that it supesseshlistic
consideration of alternative courses of action.

40 CONCLUSION

This theoretical perspective focused on peopleagédnisations. It was
of the view that people are as important, or evemenimportant, than
organisations; that people and organisations neszh ether, both
influence each other; and that a good fit betweesr trespective
interests would benefit both parties. This pergpecsees the growth
and development of employees as being critical e flexibility,
creativity, and prosperity of organisations. Théseories are majorly
concerned with issues such as motivation, leadgrspower and
influence, teams, groups, and the work environment.

50 SUMMARY

In this unit, we discussed tl®minant models, underlying assumptions,
and some of the major theorists and their contidingt to the human
resource/organisational behaviour perspective.

6.0 TUTOR-MARKED ASSIGNMENT

Discuss the dominant models and underlying assompf the human
resource/organisational behaviour perspectivegargsations.
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1.0 INTRODUCTION

The modern structural organisation theory starteabiithe second half
of the 28 century, post-World War Il. Modern structuralisi® similar

to those of classical structuralists with respextthieir interest in

organisational efficiency, rationality, and increas production of real
goods and services.

20 OBJECTIVES

At the end of this unit, you should be able to:

o explain dominant models and underlying assumptaimmodern
structural organisation theory
. identify some of the major theorists and their dbations to

modern structural organisation theory.
3.0 MAINCONTENT
3.1 Dominant Model, Underlying Assumptions:

I. Organisations are rational institutions with thémary purpose
of accomplishing defined objectives

. Rational organisational behaviour is best achietkmbugh
systems of clear rules and formal authority.

iii. Organisational control and coordination play catiaoles in
maintaining organisational rationality.

V. There is one best structure or, at least, a mao&tbda structure
for an organisation considering its objectives, uratof its
products (goods and/or services), production pycesnd
environment.
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I. Specialisation and division of labour increase thality and
guantity of production.

il. Most of the problems organisations experience aue tb
structural flaws and can be solved by alteringstinecture.

iii. Structural organisation theory is concerned withrtival
differentiations such as hierarchical levels of hauity and
coordination; and horizontal differentiations be&weunits such
as between product or service lines, geograplhocations, etc.

V. Organisation charts are key management tools.

V. Tenets of modern structuralists are similar to ¢hos§ classical
structuralists namely; organisational efficiencgfionality, and
increase in production of real goods and services.

3.2 Major Theoristsand Contributions:
Tom Burnsand G.M. Stalker

I. Developed the theory of mechanistic and organidesys of
organisation.

il. Contributed to the creation of the socio-technaggbroach.

iii. Found that stable organisational conditions maynbecative of
the use of a mechanistic system, in which a trawahti form of
hierarchy, vertical communications, dependencecsmdl rules
and regulations, and structured decision-makinghbtainable.

V. Dynamic, rapidly changing environments require agaaic
system of organisation, in which flexibility, greatparticipation
in decision-making, and greater employee work awton are
obtainable.

Peter N. Blau and W. Scott

I Contended that all organisations comprise both &brrand
informal components, and that the informal componemooted
in, and supports the formal component by estalmigshiorms for
the operation of the organisation.

il. The true structure of a formal organisation may het fully
understood without understanding its informal congrd.

Arthur H. Walker and Jay W. Lorsch

I They sought to find answers to whether an orgapisahould be
structured according to function or product, andethikr all
specialists in a given function should be placedenra common
boss irrespective of the products, or the variousctional
specialists working on a product be placed und=rmamon boss.
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il. They decided that the appropriateness of thesectstel
arrangements depends on the nature of the orgamisand its
environment.

Henry Mintzberg

I Integrated many schools of organisational theory.

il. He crafted a model of organisations that has fiterdependent
parts namely; the support staff, the techno-strectilne operating
core, the middle line, and the strategic apex.

Richard M. Burton and Borge Obel

I. Effects of various dimensions of technology on oigational
design.

il. Interdependence  between organisational structured an
information technology

iii. Organisations as information processing entities

V. Effects of media richness on design

V. Design criteria for fitting information technolody decentralised
organisations

Vi. Assessed the effects of technology on six dimessiah
organisations namely; complexity, formalisationsnfiguration,
centralisations, incentives, and coordination amatrol.

40 CONCLUSION

The tenets of modern structuralists are similarthtose of classical
structuralists in terms of their focus on organal efficiency,
rationality, and increase in production of goodsl aservices. The
theorists are concerned with vertical and horizodifierentiations in
organisations; believe in one best structure; sgisation and division
of labour; and the use of organisation charts gsnk@nagement tools.

50 SUMMARY

In this unit, we studied the dominant models, ulyiley assumptions,
and some of the major theorists and their contioibgt to modern
structural organisation theory.

6.0 TUTOR-MARKED ASSIGNMENT

Discuss the dominant models and underlying assomptof modern
structural organisation theory.
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1.0 INTRODUCTION

We have discussed the classical, neo-classical, ahum
resources/behavioural, and modern structural teeoof organisation.
The systems theory of organisation tried to melgéhase theories by
viewing organisations as open systems that intenath their
environments. The systems theory uses quantitatientific methods
to identify causation between elements of orgaitisand those of their
environments, and to determine optimal solutionse §ystems theory
began to dominate organisation theory in 1966-1967.

20 OBJECTIVES

At the end of this unit, you should be able to:

o explain dominant models and underlying assumptairs/stems
theory of organisation
o identify some of the major theorists and their dbntions to

systems theory of organisation.
3.0 MAINCONTENT
3.1 Dominant Model, Underlying Assumptions:

I. Primary focus of research and theory-building cleahfyom the
consideration of internal features of organisatidasthat of
external dynamics of organisational interactionempetition,
and interdependency.

il. Organisation as open systems views organisatica fstem of
interdependent activities embedded in, and depénden the
wider environment.
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Vi.

Vil.

viii.

3.2

A system is an organised collection of interdepandand
interrelated parts created to achieve specificemregal goals. It is
a closed system if it self-sufficient and does ind¢ract with its
environment. It is an open system if it interactsthwits
environment.

System theory considers an organisation as a congsé of
dynamically intertwined elements, which involves pum
processing, output, and feedback loops; and irteradth its
environment (open system).

Open systems theories tend to have complex and
multidimensional  assumptions regarding causation in
organisations. This approach sees organisationdyasmic
processes of interaction between elements of osghons and
elements of their environments.

Organisations are vital parts of their environmemk®se actions
affect the environment and are, in turn, affecteaianges in the
environment. Organisations must, therefore, be tadapto
changes in the environment in order to survive.

Systems theories of organisation have two majorceptual
themes namely; (i) applications of Ludwig von Beatdfy’s
general systems theory of organisations, and (i@ tse of
guantitative tools and techniques to understand ptexn
relationships between organisational and enviroriaien
variables, in order to optimize decisions.

The systems theory uses quantitative scientific hoot to
identify causation and to determine optimal solutio

Systems approach employs the use of computers, Ispoaled
interdisciplinary teams of analysts as tools ofrapen. Some of
the techniques employed by systems approach atieaCiPath
Method (CPM), Performance Evaluation and Reviewhheyue
(PERT), gaming, statistical inference, simulatiohinear
programming, etc. The systems perspective is alabedc
Management Science.

Major Theoristsand Contributions:

Danid Katz and Robert Kahn

24

Enunciated the notion of organisations as opereByst

Offered intellectual foundation for merging clasdjc neo-
classical, human relations/organisational behayioomodern
structural, and systems theories of organisatiem®pen systems
approach.

Identified five subsystems that are at work in oigations
namely; production or technical, supportive, maiatece,
adaptive, and managerial subsystems.
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James D. Thompson

. Suggested that the closed system approach may emtykat the
technical level or organisational operations.

40 CONCLUSION

This theory focuses on the external dynamics of itlteractions,
competition, and interdependency of organisatitinsees organisations
as open systems with a complex set of dynamicalleriwined
elements, and interactions between these elemawtshase of their
environment. The theory believes there is a camsatbetween
organisations and their environments, which it uspsantitative
scientific method to identify and to determine opl solution.
Organisations have to adapt to environmental charngeorder to
survive.

5.0 SUMMARY

In this unit, we discussed the dominant modelsgudgohg assumptions,
and some of the major theorists and their contigngtto systems theory
of organisation.

6.0 TUTOR-MARKED ASSIGNMENT

Discuss the dominant models and underlying assomptiof the
systems theory of organisation.

7.0 REFERENCESFURTHER READING
Shafritz, J.M., Ott, J.S., & Jang, Y.S. (2011) (EdClassics in
Organisational Theory, (7th ed.). Boston, MA: Wadsworth

Cengage Learning.

Cole, G. (2004)Management Theory and Practice (6th ed.). London:
Thomson.
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1.0 INTRODUCTION

Many business owners, managers and supervisors faded in their

businesses or jobs, not because they were notitadlgnsound, but
because they did not know how to manage people.ddumeings drive
success or failure in organisations. Equipment eowchputers cannot
operate themselves. Entrepreneurs can barely naldene. Managers
are paid to accomplish goals through workers. Tiedls you that

workers should be your most important assets. Yiso deal with

customers, suppliers, creditors, contractors, bankestc., which
involves human interactions. It is difficult to gete performance you
want from people if you fail to understand, predemd influence their
behaviours. Organisational Behaviour provides yath vihe relevant
tools that will enable you to properly and adeglyatenderstand and
manage people in the workplace.

2.0 OBJECTIVES
At the end of this unit, you should be able to:

o explain what organisational behaviour is all about.
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. discuss the challenges and opportunities that éaganisational
behaviour.

3.0 MAINCONTENT
3.1 Meaning of Organisational Behaviour

Organisational behaviour is about developing peskgiés. The study of
organisational behaviour is a relatively recentftsarising from the
realisation of the inadequacy of solely focusing wmchnical and
guantitative skills in the management of organcseai Managerial
functions, roles, skills, and activities underscahe importance of
managing people. Leadership, communication, intsgwl and
networking skills (people skills) are critical téfective and successful
management of organisations.

Organisational behaviour studies the three factihvat determine
behaviour in an organisation namely; individualgups, and structure;
and applies the knowledge towards making orgaoisati more
effective. Organisational behaviour is concernedthwipeople’s
behaviour in organisations and how it affects pennce in the
organisation.

Organisational behaviour is an applied behavioscance with major
contributions from psychology, social psychologytheopology, and
sociological disciplines.

3.2 Challenges/Opportunities for Organisational Behaviour

I. Economic pressures arising from global economicessions
such as that of 2008-2009 and recent domestic siresn
Nigeria, make the management of organisations mdfeult
and challenging. Economic recessions usually invp&g-cuts,
job losses, lay-offs, downsizing, etc., and coméhwncertainties
that challenge the management of organisationsar@sgtional
behaviour points to understanding how to rewardisfyaand
retain employees when times are good, and how p& euth
stress and decision-making during difficult times.

il. Globalisation has collapsed national boundariesultieag to
international fluidity of human and material resmes. Many
businesses now have operations outside their hoongnes, and
also employ people from other countries. Some oé th
implications of these are that managers are incrglgsrequired
to manage workers from different countries andupesvise the
movement of jobs from high cost areas to low cosas In these
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situations, managers may face people from diffenintries,
cultures, language, religions, economic values,, eted would
need to adapt management styles to fit differetiatons.
Organisational behaviour offers necessary knowlealu skills
to cope with such situations.

iii. Managing the differences among workers within theme
country (workforce diversity), also requires ad#épta of
management styles. The diversity (difference) eslato race,
gender, ethnicity, age, educational qualificatianguage, sexual
orientation, etc. Workforce diversity offer opparites and
challenges regarding its management, and how tonghahese
differences into a competitive advantage for thgraarsation.

iv. Customer service is crucial to organisation’s penfance
because customer satisfaction leads to customealtypy
retention, and referrals, which boosts organisaiperformance.
This informs the priority that service organisasoplace on
customer service. Organisational Behaviour helpsiagars to
improve customer service by showing them the limtween
customer satisfaction and employee’s attitudes lagtthviours,
and how to create customer-friendly organisatiaodures.

V. Organisational behaviour offers relevant concepts theories
that explain and predict people’s work behavioarg] skills that
can be used to manage employees, e.g. how to cefatent
teams, how to motivate workers, to mention a few.

Vi. Innovation and change are critical factors for oigations’
survival and prosperity in today’s global econonayd these
factors can be delivered by its employees. Howenamagers
have the duty to stimulate creativity and acceparfcchange in
their employees, and Organisational Behaviour cdmaesly with
techniques and ideas that help managers to delivéris task.

vii. The boundary between work and other life domains ha
continued to blur, resulting in work-life conflicThis is as a
result of increase in dual-career couples and eyeglcsingle
mothers, increasing use of information and commatiga
technology that connects employees even outsidkimgphours,
etc. Consequently, it is becoming increasinglyiciifit to balance
work and personal responsibilities. OrganisatioBahaviour
offers some ideas on how manager can design jolis an
workplaces to help employees deal with issuesingidb work-
life conflict.
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40 CONCLUSION

We have seen that since human beings are centridletsuccess of
organisations, the skill to manage and motivatemthi® superior
performance is critical to the success or effeci@ss of business
owners, managers, and supervisors. Economic clgaiéesuch as the
recent economic recession in Nigeria makes the gwmamant of
organisations more difficult. Globalisation and tlesulting free flow of
people, products and ideas imply increased conetind exposure to
foreign/diverse workforce, with its challenges. @uaser service,
innovation and change, work-life conflict, etc.ndaine to reinforce the
need for Organisational Behaviour.

50 SUMMARY

In this unit, we discussed the meaning and natdrerganisational
behaviour and the challenges/ opportunities itreffe

6.0 TUTOR-MARKED ASSIGNMENT

Several issues underscore the relevance of ordgmmabbehaviour in
the 2f' century. Discuss these issues.
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1.0 INTRODUCTION

It is common knowledge that each of us is differeoin others, in one
way or the other. You may have also noticed that od your siblings
do not have exactly the same attitudes or behasidghough you were
born by the same parents. The same thing goesddens in the same
organisation. Employees come into the organisafirmm different
backgrounds, levels of education, exposure, etad w&ith different
personalities. Some are warm, cheerful and easyggaihile others are
reserved and withdrawn. Some are cooperative, witilers are difficult
to work with. Some are emotionally balanced, wiilkers could easily
lose it. Our personalities differ but we must wavikh others in the
same organisation. This, calls for adequate knoydedand
understanding of different personality types told@as co-exist well in
the workplace.

20 OBJECTIVES
At the end of this unit, you should be able to:

explain the meaning of personality

explain the determinants of personality

identify personality

identify other personality traits relevant to orgational
behaviour.
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3.0 MAINCONTENT
3.1 Meaning of Personality

Robbinset al. (2013, p.138) define personality as “the sum tofatays

in which an individual reacts to and interacts wathers”. Personality
can be measured through self-report survey andnadrsetings survey.
In self-report survey, concerned individuals eviughemselves by
responding to a series of factors. However, theblpras with this

method are:

I. The respondents may manipulate the outcome of uheeg by
falsifying their responses, especially if they amgare that the
survey was for employment purposes,

il. An individual being in a bad mood during the survegy render
the outcome less accurate. Under observer-ratingthad, an
overseer (e.g. a co-worker) independently ratesinievidual
being surveyed.

Studies suggest that observer-rating method of uneas personality
better predicts success on a job than self-regpriethods. It has also
been found that a combination of both methods bepteedicts
performance on the job than any one of them.

3.2 Determinants of Personality/Personality Traits

" Heredity: Extensive study of twins that were raised sepéyat
(away from each other) suggests that genetics dhgye
substantially accounts for a person’s personalitye twins end
up sharing significant similarities in their peratities in spite of
their being raised by different people, apart fremch other.

3.1 Personality Traits

There are two important frameworks used in idemtgyand classifying
personality traits namely; the Myers-Briggs Typéditator and the Big
Five Personality Model.

" The Myers-Briggs Type Indicator (MBTI)

This framework contains one hundred questions divitdual’s feelings
and actions in specific situations. From the datdected, respondents

are classified as extraverted (E) or introvertel] fensing (S) or
intuitive (N), thinking (T) or feeling (F), judgin@)) or perceiving (P).
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Extraverted people are sociable and outgoing; wihil®verted
people are withdrawn, shy and quiet.

Sensing people prefer details, order, and routiviele intuitive
persons rely on unconscious processes.

Thinking people rely on logic and reason; whilelifege people
rely on emotions and personal values.

Judging people prefer structure, order and contmghile

perceiving people are spontaneous and flexible.

Though Myers-Briggs Type Indicator (MBTI) is the stavidely

used instrument for personality evaluation, mosthef evidence
does not support its validity as a measure of pai#y. It does
not recognise that some people may not fit into ehyhe four
pairs of traits it proposed. Furthermore, it is rofitable for
selection of job applicants because its resultsnaterelated to
job performance.

The Big Five Personality M odel

This model considers five basic dimensions or factbat underlie and
account for the major differences in human perstnal

(0]
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Extraversion: This evaluates the degree to which an individual
is comfortable with relationships. Those who areciaale,
outgoing and assertive are known as extravertdevhose who
are withdrawn, quiet and shy are known as intrevert

Agreeableness: This evaluates the degree to which an individual
agrees with other people’s views or opinions. Vagreeable
people are cooperative and trusting, while leseeajvle people
are disagreeable and antagonistic.

Conscientiousness. This evaluates the degree to which an
individual is reliable. Very conscientious peopte aependable,
responsible, and persistent, while less consciestppeople are
unreliable, irresponsible and liable to distracsion

Emotional Stability: This evaluates the degree to which an
individual is able to withstand stress. Those wiybsitive
emotional stability feel secured, self-confidermgdacalm, while
those who are emotionally unstable feel unsecuaagious and
nervous.
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o] Openness to Experience: This evaluates the degree to which an
individual embraces new ideas.
Studies found relationships between these dimessioh
personality and job performandeor example, it was found that
conscientious people (expressed as dependabikability,
persistence, attention to details, hard work, el@ye higher job
performance in virtually all occupations. Howewveonscientious
people find it difficult to adapt to change and ées creative
when compared to less conscientious people.

(o] Emotional Stability is strongly related to job alifd satisfaction,
and low stress levels. Highly emotionally stablegde tend to be
happy, optimistic and positive. People who are Iom
emotionally stability tend to be unhappy, irritablegative and
vulnerable to the negative effects of stress.

0 Extraverts tend to be happier in their work andeotaspects of
life, are positive, have more social skills anddt¢a do well in
interpersonal relationships/interactions  than WeEres.
Extraversion also strongly predicts leadership bseaextroverts
are assertive and socially dominant than introveiewever,
extroverts tend to be more impulsive than intraveténd to be
absent from work and engage in risky behaviour.

o] Those who are highly open to experience are maatiee than
who are not. They also tend to cope with ambigaitd change,
and tend to be effective in leadership.

o] Highly agreeable people tend to be liked for beimghly
agreeable, are law abiding or complaint to rulaisBed on their
jobs and engage in organisational citizenship belav

3.4 Other Personality Traits

Besides the Big Five Personality traits, thereaher human attributes
that strongly predicts behave in the work place.

" Core Self-Evaluation (Self-Esteem)

This reflects an individual’'s conclusions about arsherself regarding
his or her capabilities, competence and self-woRople who have
positive core self-evaluation have positive concdnos about their
capabilities, competence and self-worth while thasth negative core
self-evaluation have negative conclusions aboutm#edves and
therefore, feel they are powerless over their emvirents. Positive core
self-evaluation correlates job satisfaction andgetformance.
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= M achiavelianism

This personality characteristic is named after NiccMachiavelli.
Machiavellianism refers to the extent a persorragmatic, emotionally
distant and believes that the end justifies thense&tudies show that
those who score high on Machiavellianism (high Matgnd to win,
manipulate and persuade others (but are less plEduay others), are
less satisfied by their jobs, more stressed andagmgin
counterproductive behaviours than low Machs. Highchs performs
better when the job requires face-to-face intevasti when there is
minimal formalisation, and when emotional consitierss distract low
Machs.

" Self-Monitoring

Self-monitoring describes a person’s ability to @ddis or her
behaviour to suit external situational factors.seas high on self-
monitoring are very sensitive to external situasi@amd can easily adapt
their behaviours to suit such situations. Such [gecan be described as
chameleons whose colours reflect the environmeayt fimd themselves.
They pay close attention to the behaviour of otlzerd conform. They
are appraised more favourably, have the tendeneynerge as leaders,
and show less organisational commitment. Manadmeissicore high on
self-monitoring tend to enjoy quick promotions agakily change job
positions and organisation.

People who score low on self-monitoring tend to ststently exhibit
their true dispositions in all situations. They arg politically inclined.
They tend to irritate bosses and colleagues becdeseare unable to
pretend or disguise their real feelings, opiniarg] attitudes even when
it is unpopular.

. Risk Taking

Individuals differ in their propensity to take riskhose who have high
propensity to take risk are inclined to take quabkcisions on less
information than those who are risk averse. Easgiedies show that
entrepreneurs are more willing to take risk thanmnaggrs in large
corporations but recent studies show that the seves the case. High
risk takers do well in jobs that require risk-takifor example stock
trading and many other businesses, while risk asadividuals do well
in jobs that do not require risk-taking, e.g. cisgrvice jobs, etc. A
mismatch may cause problems for the individual @mgénisation.
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" Proactive Per sonality

Proactive persons create change irrespective ofitbemstances. They
are leaders, change agents, good at interpersaeaactions, and tend
to be satisfied with their jobs and, therefore, ssyegin organisational
citizenship behaviours. They possess entreprenebibties, are loyal
to their organisations, conscientious and gooduditling information
and relationship network, etc.

40 CONCLUSION

We have seen that personality can derive from litgreldyers-Briggs

Type Indicator (MBTI) and the Big Five Personalfipdel are the most
widely used instruments for personality evaluatiBesides the traits
identified by these two frameworks, there are offegsonality traits that
are relevant to organisational behaviour, e.g. -ssiéem,

Machiavellianism, self-monitoring, risk-taking, @ive personality.

50 SUMMARY
In this unit, we studied the meaning of personaldgterminants of

personality, methods of evaluating personality, atlder personality
traits that are relevant to organisational behaviou

6.0 TUTOR-MARKED ASSIGNMENT

Using the Big Five Personality model, discuss tleewance of
personality traits to behaviour in the workplace.
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1.0 INTRODUCTION

We all try to interpret and make sense of our sgnguopressions on
daily basis. You may not realise this, but you alkgays interpreting
other people’s actions and reactions, in your &fto make sense of the
events happening around you. Your conclusions mpitant to you,
irrespective of whether it is the reality or notkéd. it has been rightly
said, the world that you perceive is the world teaists. And very
importantly, people’s interpretation (perceptiorf) pople, events, or
situations informs your behaviour. For examplaydirkers perceive that
their employing organisation is not taking adequate of their interest,
it may make them to put in less effort at work, eolate to work, and
leave before the close of work, etc. The opposiik lvappen if the
workers perceive their organisation to be taking/\good care of their
interests. This relationship between perception laelthiviour makes it
an important issue in the management of organisstio

20 OBJECTIVES

At the end of this unit, you should be able to:

explain the meaning of perception

identify the factors that influence perception

identify common shortcuts in person perception
explain decision-making in organisations, and
identify common biases and errors in decision-mgkin
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3.0 MAINCONTENT
3.1 Meaning of Perception

Perception is “a process by which individuals organand interpret
their sensory impressions in order to give meanity their
environment.” (Robbin&t al. 2013, p.176). Perception is important in
organisational behaviour because individuals’ be&hag are products
of their perceptions of what reality is, not neeesdg on objective
reality. An individual's perception of reality cabe, and is often
different from objective reality.

3.2 FactorsThat Influence Perception

The factors that influence perception are the peece target, and
context.

" Perceiver: A person’s interpretation of what he or she
experiences is influenced by his or her personpéegnces such
as educational background, level of exposure, peailgy,
interest, motives, expectations.

" Target: A person’s interpretation of what he or she eigrares
is also influenced by the characteristics of thegdt or object.
For example, noisy people or those dressed in \might
colours, or are extremely beautiful or ugly, arsilganoticed in a
group of people.

" Context: The time and place of an event influence the way
perceived. For example, a lecturer giving a fensalelent a ride
from school on a working day may be perceived dzffdy from
the same lecturer giving the same female studendeaon a
Saturday night in the direction of a popular nigtab. The
perceiver and targets remain the same, but theexbns
different.

3.3  Person Perception

This refers to the perceptions people make abouerst When we
observe others, we try to understand and expl&in behaviours.

Attribution theory tries to determine whether atparar behaviour is
caused by internal or external factors. Behaviewaid to be caused by
internal factors if the behaviour is within the g@n’s control. On the
other hand, behaviour is said to be caused by redtdactors if the
behaviour is outside the person’s control. For elama person who
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goes late to work due to armed robbery operatian btkocked his only
route to work, did so due to circumstances beyaadbntrol; so there
is external attribution. But a person, who goesvtok late because he
refused to leave for work on time, did so due townstances within his
control; so there is internal attribution.

In determining whether the behaviour is due to rimaé or external
attribution, we consider three factors namely;iditiveness, consensus,
and consistency of the person’s behaviour.

38

Distinctiveness This considers whether the behaviour is similar
to the person’s behaviour in other situations, ot. rif the
person’s behaviour is similar to his or her usugtdviour, it is
given an internal attribution, but if it not simila(high
distinctiveness) it can be given an external aitrdn.

Consensuslf everybody that was confronted by similar sitoat
responded in the same way, then there is conselRgsusxample,
there is consensus if all the people who took draesroute that
was attacked by armed robbers went late to worke(pal

attribution), but if some people in the same siamatwent to

work on time, then there is low consensus, whiclygssts
internal attribution.

ConsistencyHere you consider whether this particular behaviou
is similar to the person’s previous behaviours oxegperiod of
time, or not. Continuing with the lateness exampias this
particular person been frequently late to work otlee past
couple of months, or not? If the person has beequintly late
there is high consistency and behaviour can beideresl to be
internally caused, but if he or she has not be@n itathe past
couple of months, then there is low consistencyd dhe
behaviour can be said to be externally caused.

Studies show that attributions are distorted byprerand biases.
For example, judgments of other people’s behaviwund to

overestimate internal factors and underestimatereat factors.
This is called fundamental attribution error.

Another distortion comes from the attribution ofceess to
internal factors, and attribution of failure to eottal factors. For
example, when students pass their exams theyatribto their
efforts or abilities, but when they fail a coursleey blame the
“wicked” course lecturer. This is called self-sexyibias.
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3.4 Common Shortcutsin Person Perception
. Contrast Effect

This is the judgment of somebody’s characterisbcsbehaviour by

comparing it to the characteristics or behaviouandther person that
was recently encountered, which may distort peroepEor example, a
students’ performance during project defence cardibtorted by the
student’s position in the list. If the student iseqgeded by more
intelligent students, he or she may receive veryfawourable

assessment; but if the student is preceded byyoudlligent students,
he or she may receive a favourable assessmentessila of examiners
comparison of the student's performance to thattld students
immediately preceding him or her. This appliesaio interviews too.

= Halo Effect

This is the tendency to draw a general impressimuia person based
on a single characteristic, e.g. diligence, bermw#, appearance,
intelligence, etc. In other words, the judge allowssingle trait to
influence his or her general impression of thevitlial being judged.

. Stereotyping

Stereotyping is to judge people based on your péoe of the group
the person belongs to, viz. race, ethnicity, relgi age, gender,
profession, etc. For example, if you say “Teachars poor” or
“Economists are stingy,” “Police officers are cagtl you are engaging
in stereotyping. These generalisations help usnplgy complexities
and take quick decisions but can become problematien the
generalisation is incorrect with respect to a patér individual or
situation. That may result to injustice and unfags

" Selective Per ception

It is impossible for anyone to observe everythihgttgoes on around
him or her. So individuals tend to engage in salegberception that is
to selectively interpret what they observed in hméh their background,

attitude, interest, and experience.

These shortcuts apply in specific ways in orgarosat

0 Perceptual judgments, significantly apply in jolbenviews and

performance appraisal and these perceptions ar miaccurate.
Applicants’ performance at job interview hinges dhe
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interviewers’ perception of the candidates impm@sswithin the
first few minutes of the interview.

o] Performance appraisals of many employees largeperi on
subjective evaluations which are prone to errois laiases such
as selective perception, contrast effects, hakecesf fundamental
attribution error, etc.

Our perceptions also affect our individual decismaking in

organisations. Managers and non-managers make nelated

decisions on what products to offer, who to employyw much

effort to exert at work, etc. How the decisions arade and the
quality of the decisions depends on individual ppton of the
problem and the alternative solutions. The scregrpnocessing,
interpretation and application of data towards siearmaking

are also influenced by the perception of the irdliai involved.

So, perception is important in individual decisimaking

process.

3.5 Decision-Making in Organisations
Decision-making models include the following:

. Rational Decision-M aking

The rational decision-making model has six stepsaty
Define the problem

Identify the decision criteria

Allocate weights to the criteria

Develop the alternatives

Evaluate the alternatives
Select the best alternative

O O0OO0OO0OO0Oo

It is assumed that the decision maker:

0 Has complete information
o] Is able to objectively identify all options
0 Is able to choose the optimal solution.

However, most decisions, in reality, do not seetknogl solution instead
people use their judgment to find reasonable swistito the problems
they seek to solve.
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" Bounded Rationality

Obtaining an optimal solution based on rationaislen-making may be
difficult to achieve because many problems are ¢tomplex to be
solved using the rational decision-making modeld drecause it is
impossible for human beings to process, assimikatd, understand all
the information needed to fully optimize decisioaking.
Consequently, most people adopt bounded rationalédyto capture the
essential features of the problem (leaving outcthraplexities), to form
simplified models within which individuals can befea rationally.
People seek satisfactory solution rather than @dtsolution.

Under bounded rationality, when a problem is ided| in-exhaustive,
familiar criteria and alternatives are sought aediewed to find an
alternative that satisfies an acceptable level effgpgmance, not
optimize it.

. I ntuitive Decision-making

This can be described as an unconscious processkihg decisions
from accumulated and refined experience. It is achya gut feeling,
which is outside of conscious thought. Though itnist a rational
decision-making method, it is nonetheless useful ean be used to
augment rational analysis. Intuitive decision-mgkishould not be
solely relied on.

3.6 Common Biasesand Errorsin Decision-Making
" Anchoring Bias

This is inclination to focus on initial informaticend fail to adequately
consider subsequent information received. The re&muathis is that our
minds tend to allocate a larger amount of emphasike information it
receives first. For example, in negotiations thet offer usually anchors
the other party’s offer setting a range for nedmtra More precise
anchors give room for smaller adjustments.

. Availability Bias

This is the tendency to base our judgment on ngadiailable
information. Recent or emotional events tend tordreembered more
often, which makes us to overrate the probabilityunusual events
happening because it happened recently and washgped in the
media. Availability bias also explains why managexsord greater
weight to recent employees’ behaviours than lorgj pahaviours.
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= Confirmation Bias

This is the view that we tend to gather informatibat confirm the
views we hold. Individuals tend to seek out infotima that agrees with
their past choices and to ignore information trattadicts them. We
also tend to patronise sources of information thauld support the
views we hold. Furthermore, we tend to accept mftdion that support
our views without much questioning but are critio&linformation that
guestions the views we hold.

] Escalation of Commitment

This refers to increased commitment to a decisiorspite of clear
evidence that the decision was wrong. Those whesihitme and effort
into a wrong decision tend to escalate commitmerd &vay of proving
that the decision was not wrong. When managerdatsceommitment,
they continue to waste organisational resourcesannalready bad
decision, policy or project.

. Hindsight Bias

This is the tendency to falsely believe that youwuldohave correctly
predicted the outcome of an event, after the ouécaithe event is
known. The outcome of an event might seem obvibus known, but

not during the event. So many people falsely belithey would have
been able to accurately predict the outcome, whnelmy experts were
not even able to predict. Hindsight bias makes |gsot@ overestimates
their ability to predict outcomes, and impedesrtlagility to learn from

past events because they erroneously believe tbeldwave been able
to predict the outcome after all.

= Overconfidence Bias

We tend to be overconfident in our judgment andsi@c-making. Our
answers to factual questions tend to be way toonggitc. Studies show
that when people claim 100% certainty of an outcotiney tend to be
70 to 80% correct.

The negative effects of overconfidence appear evieeye, e.g. over-
confidence or over-optimism tend to make entrepresi@nd investors
not to adequately and proactively consider and pbagholes in their
plans before the problems surface.

Studies show that those who are weakest in intabéc and

interpersonal abilities are most likely to ovenestie their ability and
performance.
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= Randomness Error

Randomness error refers to individuals’ belief ttity can predict the
outcome of random events. Some people tend to oigvekanings and
imaginary patterns out of random events, and magn durn this into
superstitions, which may bias individual judgmerssd decision-
making.

40 CONCLUSION

From our discussions in this unit, we conclude teatployees’

perception is an important factor in determiningithbehaviour and
should, therefore, be monitored and influenced lapagers. Perception
also affects individual decision-making. Howevegrgon perception
and decision-making can be distorted by biasesamls, which can be
mitigated by our understanding and consciousnessadaf tendencies.

50 SUMMARY

In this unit, we considered the meaning of perceptifactors that
influence perception, person perception and itsrtetts, individual
decision-making, and common biases and errorsdiviglual decision-
making.

6.0 TUTOR-MARKED ASSIGNMENT

Identify and discuss the common biases and enmnadgcgision-making.
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1.0 INTRODUCTION

We all want to be happy! Including being happy watlr jobs! When
you are happy with your job, you will be proud afuy job and willing
to stay with your organisation; you will be happygo to work, put in
your best effort and even go beyond your line ofydio help your
colleagues at work, etc. It is important for anammgation to have happy
employees because it affects their motivation, cdmant,
performance, organisational citizenship behavioat¢c. Therefore,
managers need to understand how to make their gegdosatisfied
(happy) with their jobs.

20 OBJECTIVES
At the end of this unit, you should be able to:

explain the meaning of job satisfaction

identify the sources of job satisfaction

discuss potential responses of dissatisfied workers

explain the effect of job satisfaction on some im@oat work
variables.

3.0 MAINCONTENT
3.1 Meaning of Job Satisfaction

Job satisfaction describes a person’s positivenigebout his or her job
resulting from his or her evaluation of the chagastics of the job.
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It can be measured in two ways namely; a singléajloating and
summation of job facets. Both methods are reliabkasures of job
satisfaction.

In the single global rating method, respondentpoed to one question
or questionnaire item aimed at evaluating their gaisfaction on a
Likert scale ranging from “highly dissatisfied” thighly satisfied.”

The second method, summation of job facets, a relseaidentifies key
elements of a job (e.g. pay, promotion opportusjtgipervision, nature
of the work, etc.) and asks respondents to ratd edcthem on a
standardised scale. The researcher aggregatestthgsrto determine
the job satisfaction score of the respondents.

3.2 Sourcesof Job Satisfaction

. Jobs that provide training, variety, independerexed control
satisfy most employees.

" Social context of workplace: interdependence, faekb social
support and interaction with co-workers outsidewtoekplace.

" For poor people, pay does correlate with job satisfn but
disappears when an individual reaches a level offodable
living.

" Personality also plays a role. People with positboee self-

evaluation, who believe in their inner worth and siba
competence, are more satisfied with their jobs ttheose with
negative core self-evaluation.

3.3 Potential Responses of Dissatisfied Workers

What employees do (response) when they disliker tjodis can be
described with a theoretical model called exit-edlioyalty-neglect
framework.

" Exit — In this case the employee directs his or Ihelnaviour
towards searching for a new position or quitting ¢dinganisation.

. Voice — Here, affected employees constructively agjegtheir
superiors with suggestions on how to improve tleeinditions.
They may also engage in union activities to voideirt
grievances and seek redress.
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" Loyalty — This involves affected employees patimtkiting and
hoping that their conditions improve, without doigything
about it.

" Neglect - In this instance, the affected employesigns to fate
and allows his or her conditions to worsen. He la slips into
tardiness, absenteeism, lack of commitment, redweféuit at
work.

Note: Exit and neglect affect performance varialilamely; turnover,
absenteeism, and productivity, while voice and lkyyare constructive
behaviours that allow employees to stay on theas javhile making
efforts or hoping that their conditions will imprev

3.4 Effect of Job Satisfaction on Work Variables
] Job Satisfaction and Absenteeism

Studies show a moderate negative relationship lety@b satisfaction
and employee absenteeism. However, other factéestadbsenteeism,
irrespective of whether employees are satisfiechatr For example,
availability of sick leave with pay encourages eoypkes to take
advantage of it, even when they are not sick.

" Job Satisfaction and Counter productive Behaviours

Job dissatisfaction may result in unfriendly relaships with other
workers and employees’ engagement in other cougugtive
behaviours such as tardiness, substance abusdingté@m their
employers, lazing at work, etc.

= Job Satisfaction and Customer Satisfaction

Studies show that satisfied frontline workers iase customer
satisfaction and loyalty. Satisfied employees tendive quality service
to customers in a friendly and caring manner.

" Job Satisfaction and Employee Turnover

Studies show strong correlation between job satisia and employee
turnover. Job dissatisfaction is more likely touleso turnover if it is
easy for employees to get employed elsewhere. 8calissatisfaction
among highly knowledgeable and highly skilled peoisl likely to turn
to turnover because such people can easily mowth&r organisations.

46



BUS831 MODULE 2

= Job Satisfaction and Job Perfor mance

Research evidence suggests a strong positive aborelbetween job
satisfaction and job performance both at individaatl organisational
level. In other words, people who are happy withirttwork tend to
produce more than those who are not happy with tireik.

" Job performance and Organisational Citizenship Behaviour

Studies show moderate correlation between job faatisn and
organisational citizenship behaviour (OCB). In othwrds, people who
are happy with their jobs tend to be happy to gbeck to the
organisation by going beyond their call of dutyetlogage in altruistic
behaviour towards their colleagues and organisation

However, many managers do not take issues of jdisfaztion
seriously, in spite of the obvious relationshipwestn job satisfaction
and important organisational variables, which ieflae outcomes such
as profitability. Some managers assume that therkers are more
satisfied than they actually are. Organisationsikhdherefore, conduct
regular surveys to evaluate their employees joisfaation and address
issues that may cause dissatisfaction.

40 CONCLUSION

Job satisfaction is very important in organisatiolg to its pervasive
effect on employees’ behaviour in organisationsictvilcan mean the
success or failure of the organisation. Manageallgh therefore, pay
close attention to issues relating to their worksatisfaction with their
jobs.

50 SUMMARY
In this unit, we considered the meaning and souotgsb satisfaction,

possible responses of dissatisfied workers, and dffect of job
satisfaction on some important work-related vaaabl

6.0 TUTOR-MARKED ASSIGNMENT

Discuss the relationship between job satisfactiod #&e following
variables:

(1) Job performance

(i)  Organisational citizenship behaviour
(i)  Customer satisfaction

(iv)  Absenteeism
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(v)  Employee turnover
(vi)  Counterproductive behaviour
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1.0 INTRODUCTION

Some days you appear to get up from the wrongditlee bed. You are
pensive and irritable, often taking it out on peoptound you. At other
times, you are happy, friendly, and easy to get@lith. The emotions
you display make it easy or difficult for people itderact with you.

Your emotions may also affect your performance #rat of people

working with you. That will, in turn, affect orgesational performance.
Furthermore, organisations often require their eygs to display
certain emotions when relating to colleagues arstiocners. Sometimes,
the required emotion may be different from the way actually feel,

leaving you in a position in which you display éstaemotion because it
is different from how you feel. This is called emoial dissonance,
which has implications on your performance, healtmd other

important work-related variables. So, it is impattghat managers
understand employees’ emotions and how to help @mepbk to better
manage their emotions in the workplace.

20 OBJECTIVES
At the end of this unit, you should be able to:

explain the meaning of emotions

identify basic emotions

discuss the functions of emotions

explain emotional labour, emotional intelligencadaemotional
regulation
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o discuss the applications of emotions in organisalibehaviour.
3.0 MAINCONTENT

3.1 Meaning of Emotion/Mood

. Emotion

o] Emotion is an intensive feeling towards somethings@ameone,
e.g. anger, happiness, frustration, love, feaprse.

o] Emotion can downgrade into mood and mood can ekater

emotion. For example, a specific positive emot&ay, happiness,
may dissipate leaving the person feeling genegdyd spirited
(mood) which cannot be ascribed to any specifieewe object.
Emotion is caused by a specific event,

Is specific and of many types,

Can only last briefly (seconds or minutes)

Usually accompanied by specific facial expressions

Is action-oriented.

OO0 O0OO0Oo

= Mood

o

Mood is a less intensive feeling and not directesoanething or
someone

Mood is caused by a general and non-specific event

Has two main dimensions (positive and negative),

Lasts longer than emotions (hours or days),

Not indicated by any specific facial expression,

Is cognitive-oriented.

O O O0OO0Oo

3.2 Basic Emotions

There are very many emotions including enthusiagisgppointment,
envy, contempt, pride, hope, desire, etc. Howethere is no consensus
on whether there are basic emotions or what comesitit. Emotions are
too complex and its expressions/interpretations mftuenced by
cultural norms in different countries of the worlcheating so much
heterogeneity for any possible consensus. Noneathelemany
researchers agree on six universal emotion naraabyer, fear, sadness,
happiness, disgust ad surprise.

3.3 Functions of Emotions

" Emotions are crucial to rationality. Loss of emo#oresults to
loss of reasoning. Good decision-making requiret bloinking
and feeling.
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. Ethical behaviour requires emotions and feelingadoept guilt
over misdemeanours, sympathise with others, condejustice,
etc. Ethical decisions are based on emotions alhds.

3.4 Emotional Labour

Work requires not only physical and mental labout blso require
emotional labour, especially for service providers.

Emotional labour can be described as a situationhith an employee
is compelled to display emotions that are differeam his or her felt
emotions because such emotions are required byr ier organisation
during interpersonal interactions at work. For egamworkers should
be courteous to their colleagues and customerssesuand doctors
should show no emotion; shop attendants shouldeertul, etc.

Sometimes, the actual emotion of the employee #eibtion) is the
same with the emotion he or she is required to esgr(displayed
emotion), but at other times, displayed emotiordiféerent from felt
emotion (emotional dissonance).

Organisations expect employees to suppress feltiensoin favour of
displayed emotions (surface acting). An employesdoeheerful at
customers when she actually feels sad is an exaof@arface acting.
But the employee can make effort to actually festexful instead of
sad. This is called deep acting. Studies show shieface acting is
stressful and exhausting because of the emotiorssomance, and
employees should be given breaks to rest and relax.

3.5 Emotional Intelligence

Emotional intelligence (El) is described as a peisability to:

. Perceive emotions in his or herself and in othepfe
" Correctly interpret these emotions
. Control his or her emotions.

Studies suggest a correlation between emotionalliggnce and job
performance. Proponents of emotional intelligenaghtr flaunt its
intuitive appeal, and biological base. However, mpnts of emotional
intelligence argue that there is no consensus @n définition of
emotional intelligence: some use ability-based apph while others
use self-report measurement approach, which afereiit definitions
and barely correlate each other.
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3.6 Emotional Regulation

Emotional regulation involves the identification damodification of
emotions individuals feel. One can modify emotibgs

" Suppressing negative thoughts
. Re-evaluating the situation or incident
. Engaging in pleasant conversions or thoughts, etc.

Some people are good at emotional regulation wdthiers are not, e.g.
low self-esteem people.

Disadvantages of emotional regulation include:

. Exhaustion from trying to suppress an emotion
" Worsening the emotion you want to change by fo@usimit, etc.

3.7 Applications of Emotions and Moods in Organisational
Behaviour

a. Positive emotions and moods help in making good quidk
decisions, and help in boosting problem-solving liski
Emotionally depressed people make poorer decishmtause
they process information slowly, looking for an sue perfect
solution.

b. Emotions and moods have been shown to influencevation.
Happiness and positive feedback crate positive maeatich
leads to higher motivation and better performance.

C. Employers should consider emotional intelligence as
important requirement in employee selection, egigcfor job
positions with high interpersonal interactions.dss have found
employees with high emotional intelligence perfobetter on
such jobs than those with low emotional intelligenc

d. Employees’ emotions and moods affect customerfaatisn and
retention. Emotional contagion means employee @mstcan be
transferred to customersjce versa. For example, employees
cheerfulness and friendliness can, and do eliniilar reactions
from customers, which can make them shop longepeate
patronage, refer customers, etc. Negative emo#iadsnoods are
also contagious.

e. Studies show that good moods produce creativityn thad
moods. Organisations should, therefore, keep témiployees
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happy in order to boost creativity. However, soreegde argue
that good moods may make people complacent andnuatge in
creative thinking.

f. A leader’s ability to incorporate emotional app&alhis or her
subordinates is a critical factor in making themny boto the
leader’s visions, programmes, and its accompangftamge. The
positive emotional content of a leader’'s speechvatet greater
optimism, enthusiasm, positive atmosphere, et@at tmprove
employee organisational performance.

g. However, in a bid to display positive emotions, éypes may
experience emotional dissonance, which over tintuge job
satisfaction and performance due to burnout, etc.

h. Bad moods can result to injury in the workplace tuéear and
anxiety, which can reduce individuals’ ability testively cope
with hazardous situations. Negative moods can alaase
distractions that can lead to injury at work.

I Finally, negative emotions and mood may result
counterproductive behaviours. For example, angeersty can
make people to malign, backstab, and be hostitgher people,
etc.

40 CONCLUSION

From our discussion in this unit, we saw that eordtiare linked to
rationality and ethical behaviour, performance,atikgty, motivation,

customer satisfaction and retention, counterprodeidiehaviours, and
injury. It is, therefore, important for managerslarganisations to help
their workers to master their emotions through eomad intelligence

and regulation, for instance.

50 SUMMARY

In this unit, we studied the meaning of emotionasib emotions,
functions of emotion, emotional labour, emotionaitelligence,
emotional regulation, and applications of emoticersd moods in
organisations.

6.0 TUTOR-MARKED ASSIGNMENT

“There is no place for emotions in running the ia$faof this
organisation”. Discuss.
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1.0 INTRODUCTION

Sometimes, you find yourself working very hard athiaving a
particular goal for as long as it takes to achithat goal. It may be in
completing a book, building a house, planning adimgl, or achieving
work assignments, etc. You were motivated! At ottieres, however,
you were neither interested in working that hardy mpursuing a
particular goal. You were not motivated. You terdachieve many
goals when you are motivated to pursue those g@alaversely, you
achieve little or nothing when you are not motidgatEven as a student,
you tend to attend classes more regularly, studgdnado assignments,
and perform better in examinations when you areivated to earn a
degree. The reverse is the case when you are ndivatea.
Organisations need motivated employees to achiegmangsational
goals. Effective managers are those managers thaw khow to
motivate their workers to consistently put in theast efforts at work.

20 OBJECTIVES

At the end of this unit, you should be able to:

J explain the meaning of motivation
o discuss some the early theories of motivation
o explain some of the contemporary theories of matva

3.0 MAINCONTENT
3.1 Meaning of Motivation

Motivation involves intensity and persistence ofodf toward the
achievement of a goal. Intensity refers to how hapkrson works; the
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direction refers to the purpose the effort is cledlen to (which in the
context of organisational behaviour is the attainin& organisational
goals); while persistence refers to how long ths@e keeps making the
effort, which should be long enough to attain tlesiged goals. So, we
can define motivation in Organisation Behaviour engpecifically as
the processes that account for an individual’snisity and persistence
of effort towards attaining organisational goals.

3.2 Early Theories of Motivation

The following are some of the early theories of inaiton put forward
in the 1950s and they form the foundation of comerary theories on
motivation. However, the validity of these earlyedhies are largely
unsupported by data.

. Hierarchy of Needs Theory
This theory was propounded by Abraham Maslow. Haexpthat every

human being faces a hierarchy of five needs nan@hysiological,
safety, social, esteem and self-actualisation needs

Self-actualisation

Social

Safety

/ \
/ Physiological \

0 Physiological needs refer to basic human needsratutie food,
shelter, clothing etc.

o] Safety needs refer to security and protection omdmu life,
property and source of livelihood.

0 Social needs are need for acceptance, friendshwp, kffection
and relationship.

(o] Esteem needs consists of internal and external coemis.

Internal component of esteem need includes neeskfbrespect,
achievement and autonomy, while the external compbn
includes need for recognition, status, attention.

o] Self-actualisation need refers to need for fulfihpegrowth and
achievement of individual potentials.

The insatiable nature of human beings means thateed can be fully
satisfied but they can be substantially or reaslgnaatisfied. A

substantially satisfied need ceases to be domumaahtis taken over by
another need. Maslow opined that the key to matigaan employee is
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to understand the hierarchy of need that the peirsam, and try to
satisfy those needs as well as those on the nestt le

Abraham Maslow divided the five hierarchies of re@&uto lower and
higher order needs.

o] Lower order needs consists of physiological andtgafeeds.

0 Higher-order needs consist of social, esteem ant- se
actualisation needs.

0 The difference between lower-order and higher-ongeeds is
that lower-order needs are satisfied externall. @utside of the
person), while higher-order needs are satisfieérmally (i.e.
inside the person).

Though this theory is popular among managers, ids empirically
validated.

. Theory X and Theory Y

These theories propounded by Douglas McGregor septe two

different views of human beings. Theory X is basada negative view
of workers, while Theory Y is based on a positivew of workers.

Theory X assumptions are negative. For exampleasgumes that
employees inherently dislike work and, thereforejstnbe coerced,
directed, or threatened with punishment before tloay perform.

Conversely, Theory Y assumptions are positive.ex@mple, it assumes
that work is natural to employees just as play estrare. They,
therefore, need not be coerced before they caonoerf

Theory X assumes that employees are dominatedvigriorder needs,
while Theory Y assumes that employees are dominagdagher-order
needs. McGregor himself subscribed to the assunmgptod Theory Y,
which he believed were more valid than the asswmptof Theory X.
Consequently, McGregor proposed responsible andleclging jobs,
participative decision-making and good group reladi as ways of
maximising employee’s job satisfaction. Howevegréis no empirical
validation of either Theory X or Theory Y.

" Two Factor Theory (Motivation-Hygiene Theory)
Fredrick Herzberg wanted to know what people waffitech their jobs,
by asking people to describe situations in whiaytfelt exceptionally

good or exceptionally bad about their jobs. Froma tlata collected,
Herzberg found as follows:
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0 Satisfied workers attribute the factors to themselve.g.
responsibility, achievement, recognition, etc. (national
factors), while dissatisfied workers attributedoitfactors outside
of themselves e.g. pay, working condition, sup&wscompany
policies, etc. (hygiene factors).

0 Dissatisfaction is not the opposite of satisfactias was thought.
The opposite of “satisfaction” is “no satisfactibrwhile the
opposite of dissatisfaction is “no dissatisfactiorhis is because
he found that the factors that lead to job sati&dacare distinct
from the factors that lead to job dissatisfaction.

o] The removal of factors that create job dissatigfac{hygiene
factors) may not necessarily result in employeeivaton.

o] Herzberg was of the view that intrinsic factors tsuas
responsibility, achievement recognition, promotiona
opportunities etc., were the factors that can nadé\employees.

However, this theory is not well validated empiligalts criticism
relates majorly to its methodology- its reliabilityeliance on self-
reporting, no overall measure of satisfaction, etc.

3.3 Contemporary Theoriesof Motivation

These theories of motivation reflect recent thigkon how employees
are motivated.

. Self-Determination Theory

This theory is of the view that people prefer telféhat they freely
determine their actions, that is, that they havarod over their actions.
Anything or situation that makes them feel thatytihave lost control
over their action will compromise their motivation.

Besides autonomy, this theory is of the view thaope seek
opportunities to achieve competence and positikaioaship with other
people.

The effect of extrinsic reward and work standards raotivation

depends on whether or not the employee considems tas being
coercive or not. When an employee considers thesncoe, his or her
motivation will be compromised because it takesyahia or her control
over his or her actions. But if they allow the eaygle to exercise
control over his or her behaviour, it will have pivg effect on intrinsic
motivation.
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The implication of this theory is that people slibahoose their jobs for
intrinsic reasons, not just extrinsic reasons. l@ngide of organisations,
managers should provide intrinsic rewards as mgoex&insic rewards.
Employees’ autonomy helps them to exercise somé&raoover their
work behaviours and, therefore, experience moreivaigan and
commitment.

" Equity Theory/Organisation Justice

Employees perceive their work outcome (e.g. renaftiers,
recognition, position,) and their input (e.g. efforeducation,
experience), and compare their outcome-input raith the outcome-
input ratio of relevant others. An employee peresivequity or
fairness/justice when his or her outcome-inpubratid that of relevant
others (O/IA = O/IB). There is inequity, unfairneggustice, when the
employee perceives that his or her outcome-inpud s less than that
of relevant others (O/IA < O/IB) — under-reward, thiat his or her
outcome-input ratio is greater than that of reléxahers (O/IA > O/IB)
— over-reward. A stage of inequity creates tensimter-reward creates
anger while over-reward creates guilt. Tensiontee#ghe motivation to
take corrective measures.

] Referents

There are four referent comparisons the employaesrake namely;

0 Self-inside: The employee’s experiences in anoffesition in
the same organisation.

0 Self-outside: The employee’'s experiences in another
organisation.

o] Other-inside Another employee or group of employees in the
same organisation.

o] Other-outside: Another employee or group of empdgsyen

another organisation.

However, these comparisons are moderated by fauablas namely,
length of service, level of education or profesal@m, gender, and
position in the organisation.

Employees that feel inequity can make any of tiiewiong choices;

Change inputs

Change outcomes

Distort perceptions of self
Distort perceptions of others
Choose a different referent

O O0OO0OO0oOo
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o] Quit.

However, some of the propositions of equity thebgve not been

supported. For example:

o] Over-reward inequity appear not to significantlyfluence
employee behaviour because over-reward s eitheiteb
tolerated or better rationalised, which compromizgzart of the
theory namely; that over-reward creates inequity.

o] Some people prefer their outcome-input ratio tdess than that
of relevant others, so equity theory’'s predictianay not be
correct regarding this type of people.

0 Some employees seek equity in non-monetary rewsuids as
official vehicles, well-furnished offices, high &ia, etc., and not
just pay, which is the focus of equity theory resha

o] Researchers have adopted a broader scope to thedtequity
namely; organisational justice, which goes beyorstridutive
justice to include procedural and interactionatiges Procedural
justice refers to the perceived fairness of thériBistion process.
Interactional justice refers to an employee’s petioa of the
extent to which he or she is treated with dignitgd aespect.

Studies show that employees in all cultures preder equitable
distribution of rewards to an equal distributionhel same basic
principles of procedural justice are adhered toilevivorkers globally
prefer performance-based rewards than senioritgebesward.

" Expectancy Theory

Victor Vroom’s expectancy theory posits that empley tendency to
behave in a particular way is a function of thedpectation of a desired
outcome. For example, an employee’s motivatiorxgrtea high level of
effort may derive from his or her expectation tthegt effort will result in
good performance appraisal, which will, in turntrat organisational
rewards like promotions, bonuses, salary increases,that attracts his
or her personal goals or desires.

Expectancy theory explains why some workers areiviateid while
others are not.

o] Employees will not make maximum efforts if they amet
convinced that such efforts will lead to good parfance
appraisal. This lack of conviction may derive frothe
employee’s skill deficiency, which means that hesloe lacks the
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capacity to perform well; or from employee’s cortion that he
or she is hated by the manager. In these casesnthlyee may
suffer low motivation because he or she believas lo amount
of effort will get him or her a good performanceegsal.

o] Employees tend to be highly motivated if the orgation
rewards performance. But if the organisation rewdhthgs other
than performance (such as seniority, loyalty, etmployees are
likely to be poorly motivated because of the paok Ibetween
rewards and performance.

0 Employees tend to be poorly motivated if the rewtdwely get is
not attractive to them, that is, they don't get tegvards they
desired. For example, an employee who works hardhan
expectation of getting a promotion may end up gettsalary
increment or a certificate of recognition. This nmayse from a
manager’s failure to differentiate rewards to suilividual needs
or the shortage of rewards to distribute. A sitwatin which
rewards do not satisfy employees personal goals terbe de-
motivating.

In spite of its criticism as having limited applia, this theory explains
why a substantial portion of the workforce apphéte efforts on their
jobs.

40 CONCLUSION

Motivation is critical to achieving superior penfioance and the
actualisation of organisational goals. Employees lba motivated by

extrinsic or intrinsic rewards. It is the duty ofanagers to understand
their subordinates as a way of understanding whativates each of
them. This is because individuals differ in ternfswihat motivates

them; a “one cap fits all’ approach does not apfdy employee

motivation.

50 SUMMARY

You obviously understand that we could not revidiatlee theories of
motivation in this one unit, especially the contemgry theories.
However, we were able to review some of the edrgoties namely;
hierarchy of needs theory, theories X and Y, andidne theory. We
also discussed some of the contemporary theorigselya self-
determination theory, equity theory, and expectaheypry.
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6.0 TUTOR-MARKED ASSIGNMENT

Discuss any two contemporary theories of motiva@éoa show how
they relate to each other.
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1.0 INTRODUCTION

Often times, individuals operate as members of ggpespecially in

organisational context. The use of the word “orgation” implies

working with other people. And many production weities require the

involvement of people working as a group. The oigmtion itself can

be seen as a larger group, and there are othepgmithin the larger
group, e.g. boards, committees, teams. Groups gudmtasks that
individuals are unable to accomplish, so groupstlaeepreferred mode
of operation for most enterprises. It is not swipg, therefore, that the
study of groups is a key topic in organisationdidaour.

20 OBJECTIVES
At the end of this unit, you should be able to:

o explain the meaning of group
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identify the stages of group development

identify group properties

explain group decision-making process and techsique
differentiate groupthink and groupshift.

3.0 MAINCONTENT
3.1 Meaning of Group

A group exists when two or more individuals comgetiher to jointly
achieve specific objectives. Groups can be formatformal.

" Formal groups are groups that derive its existefoen the
organisation structure and, therefore, have fornvebrk
responsibilities and recognition, e.g. work teapr®ject teams,
ship crew, football teams, etc.

" Informal groups are the opposite of formal groupbkey are
groups that have no formal work responsibilities &n
organisation, do not formally derive their existenftom the
organisation, and are not formally structured, ergployees who
often find themselves lunching in the same restduramama-
put, or regularly board the same buses to or from wm&ause
they live in the same area, or drivers who regyladat and chat
at the same place while waiting for their bosses, e

3.2 Stagesof Group Development

There are several models of group development dirodu five-stage
group development model and punctuated-equilibmoodel, etc. Here,
we present the five-stage group development modedenup of the
following stages: forming, storming, norming, perfong, and
adjourning.

. Forming Stage

At this stage, the purpose of the group, its stmagtleadership, and
acceptable behaviour are tentative. Members, atdtage, do not yet
fully see themselves as part of the group.

" Storming Stage

Members have come to terms with its existence laed mmembership of
the group, but are struggling with the limitatiaine group imposes on
their individuality. This stage is marked by intgesup conflict until
group leadership and authority issues are clarified
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" Norming Stage

After the intra-group conflicts of the storming g#a have been
surmounted, the group develop close relationslapisesiveness, and “a
strong sense of group identity”. The group struetand its acceptable
standards of behaviour become firmly established.

" Performing Stage

Performing stage is the last stage of developmenpérmanent work
groups. This is the stage where the group setties performing the
tasks for which it was established.

" Adjourning Stage

At this stage, the group concludes its assignmemejpgratory to
disbanding. The stage is, therefore, the last stageemporary groups
such as taskforces, committees, teams, etc., tleatestablished to
perform limited assignments.

" Note that some of these stages take place simolighg and that
a group may go through a stage faster than others.

3.3 Group Properties

Properties of a group are the characteristics gfraup that help to
explain and predict the performance of the grouwp @we behaviour of
its members. Some of these properties are rolesngjostatus, size,
cohesiveness, and diversity.

] Roles

Role can be described as a set of behaviour psatterpected of
somebody occupying a social position. Every role lita role set,
perception, and expectations.

Role expectations are “the way others believe ymukl act in a given
context”. Organisations and their employees have eapectations of
each other. Organisations have role expectatioiits @mployees while
employees have role expectations of their emplowirggnisations. For
example, employees expect their employing organissitto provide

good and secured working environment, remuneragten tjustly and

equitably, give them a fair day’s work, providedback, etc., while the
organisation, on its part, expect its employeebambedient, loyal and
committed to it, etc. This is the so-called psyogatal contract between
employers and employees. Any party that renegesthair role
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expectations attracts negative reactions from theeroparty. For
example, an employee who decides to be recalciobamefuses to be
adequately productive may receive queries, demosatary cuts, or
even a sack. When management reneges on theirerplectations,
employees may get demotivated and reduce perfoenaand
productivity, embark on industrial actions if uniem is allowed in the
organisation, or even resign.

When roles become mutually incompatible such thgagement in one
role makes it difficult to enact or simultaneouslygage in another role,
it is referred to as role conflict; which often dsato negative
consequences in the affected domains.

. Norms

Every group has acceptable standards of behaviooongst its
members. This is called norms, which dictates whambers of that
group ought to do, or not to do in different cir@atances. It is normal in
organisations to have norms regarding employeestudihal and
behavioural issues, e.g. performance level, assghnof jobs,
socialisation, etc. These norms exert significafluence on individual
motivation and performance.

Group members pressurise deviant members (throogial srejection,
etc.) to conform to the norms of the group. Confityns the adjustment
of individual behaviour to agree with the normstloé group he or she
belongs to. Individual need for acceptance makeplpeto conform to
the norms of the group they belong, or wish to bgloConformity to
group norms is higher in collectivist societies rthandividualistic
societies.

= Status

Status is a socially defined position given to augr member by other
members, marked by differences in roles, rightd, @ivileges.

Status is determined by:

o] The power an individual wields over other members

o] The person’s ability to significantly contributettee achievement
of group’s goal(s)

0 The person’s characteristics such as friendlinekmks,
intelligence, etc.

Persons of high status often have the freedom w@iefrom, or resist
conformity to, group norms more than other memioérthe group. For
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example, footballing super stars such as NeymanalRo, and Messi
enjoy privileges that other players (members) girticlubs (groups) do
not enjoy because they have high status. Thisagpties to high status
individuals in other walks of life, as long as theehaviours do not
negatively impact group goals.

High-status members of a group tend to be very Ivand assertive.
This has the tendency of reducing the participadiod contribution of
low-status members in the activities of the groupich may hamper the
attainment of group goals.

Status and its criteria are culture-bound. For glamhe Yorubas are
more status conscious than the Igbo.

] Size

The behaviour of a group is affected by its size.

o] Small groups complete tasks faster than largergg.ou

o] Individuals perform better in smaller groups than bigger
groups.

o] Large groups are better in problem-solving thanliemgroups.

o] Large group size encourages the tendency for iddals to put

in less effort when working in a group than wheeythwork
alone. This phenomenon is called social loafingd @an be
caused by:

o The belief that other members of the group aredwatg their
fair share of the work; and

o The consciousness that group results cannot betenletd any
one member of the group, so some people decideittindess
effort than they ordinarily would have put in.

Managers need to identify individual efforts whesing collective work
arrangements in order to balance the potential flier@nd losses of
such arrangements.

Ways to help minimise the effects of social loafing

Set group goals

Increase intergroup competition

Adopt peer evaluation within the group

Select highly motivated people and comfortable tedayers as
members

J Find ways of identifying and rewarding importanntdutions
of each member, as part of group reward.
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= Cohesiveness

Cohesiveness is defined as the extent to which raesdif a group are
attracted to each other and are motivated to remdime group.

Cohesiveness is promoted by:

0 Frequent interaction with each other

o] Small group size, which enhances interaction batweembers

0 External threats that brings members closer.

o] Cohesiveness is related to group productivity, Whdepends on
the performance-related norms of the group.

o] High cohesiveness + high performance-related normiigh
productivity.

o] High cohesiveness + low performance-related norms$ow
productivity.

o] Low cohesiveness + high performance-related normsderate
productivity.

o] Low cohesiveness + low performance-related nornisw-=to-

moderate productivity.

How to improve cohesiveness:

o] Use small groups.

o] Encourage the acceptance of group goals.

o] Increase group interaction.

o] Increase the group’s status and the perceivedcdifyi of
becoming a member.

o] Encourage competition with other groups.

o] Encourage group reward above individual reward.

" Diversity

Diversity is the degree of differences between memnlof a group, e.g.
age, ethnicity, gender, level of education, etwebsity tends to increase
conflict and reduce morale of group members. Howewpod
leadership can get the group to deemphasise tharsities and focus
on the group assignment, which will mitigate graanflict.

3.4  Group Decision-M aking

Many organisational decisions are made by groumh s boards,
committees, teams, etc. Advantages of group deeisiaking include:
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. By virtue of the many people that make them upupgsoare able
to generate large amount of information and otresources
needed to make decisions.

" Groups provide divergent opinions needed to geaait¢rnative
approaches and choices.

" Group members feel obliged to support and canvagpast for
the decisions of the group, which result in greaepport for
group decisions.

Disadvantages of group decision-making include:

" Groups usually take longer time to arrive at decisi than
individuals.
" Group decision-making process can be influencedabfew

members using conformity pressures. If this happehe
effectiveness of the decisions will depend on thality of the
few individuals that influenced it.

" Unlike individual decisions, group members jointlshare
responsibility for the outcome of the decisionsytimake. The
lack of fixed (individual) responsibility may negadly rub-off
on the quality of group decision-making process.

35 Techniquesfor Group Decision-Making

The major medium of group decision-making is fawdace
interactions, using verbal and non-verbal commuimoa but
groupthink and conformity issues present challertgethis traditional
method. However, the following decision-making teicues can help
mitigate these challenges.

. Brainstor ming

The idea of airing and considering all options igported by
brainstorming technique. Procedure:

Select and bring members together

Clearly explain the problem

Encourage members to think wide and unhindered

Ideas are not criticised at this stage, no mater tinreasonable
it may sound

All ideas are written down

Each idea is then analysed and discussed.

O O 0O

o O
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" Nominal Group Technique

Group members are physically present, but integuelscommunication
is not allowed, in order to promote independencehotight. Procedure:

0 Select and bring members together

0 Clearly explain the problem

o] Each member writes down his or her thoughts (idems)}he
problem without discussing with anyone

o] Each member, in turn, presents one of his or hea itb the

group, which is recorded without any discussion.

o] The group discusses and evaluates each of the pdessnted

o] Each member is allowed to independently rank alitteas that
have been presented. The idea that enjoys the dtigiverage
ranking becomes the decision.

. Electronic Meeting

This technique merges nominal group technique wthmputer
technology. Procedure:

Put the required technology in place

Select and bring members together

Clearly explain the problem

Members independently type in their suggestion® ititeir
computers

These independent suggestions and aggregate sares
displayed on a projection screen.

o O OO

o

3.6  Groupthink and Groupshift
" Groupthink

Groupthink describes a situation in which the ndomconsensus sets
aside any realistic consideration of alternativepomse or action. It is
more prevalent in situations where clear group titlerexists. Such

groups have the tendency to pressurise its mentbetake decisions
that protect the positive image of their group. Isgcoups also tend to
groupthink when they perceive a threat to theiitpasimage.

" Symptoms of Groupthink
0 Group members behave in ways that reinforce theisich

assumptions, irrespective of the strength of ewderthat
contradicts those assumptions.
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o] Group members directly oppose and try to suppregvigw that
contradicts the views supported by the majorititomembers.

0 Members seek to conform to majority opinion and idvo
expressing contrary opinions.

o] Silence is taken for acceptance. Members who ratuspeak are

assumed to have accepted the decision even thdweyhnay
actually have differing opinion.

. How to Minimise Groupthink

o] Encourage the use of smaller groups than larges teeause
large groups are more prone to groupthink.

o] Managers should avoid encouraging groupthink bysiefy to

express their own opinions at the onset of deltiimra but rather
encourage members to air their views.

o] Managers should encourage people to proffer openibat differ
from majority opinion so as to call attention toteahative
approaches.

. Groupshift

Group discussion tends to make individual membershift towards
stronger view of their already held positions, geoup members who
already held traditional views become more guandde those with
speculative views become more speculative. Thislied groupshift.

. Reasons for Groupshift

0 Interactions with other members create the rightogphere for
members to articulate stronger or extreme versidgheir views.

o] Individual members feel free to advance strongerextreme

views because they are aware that no one wouldebsopally
held responsible for the decisions of the group.

0 There is the tendency for some people to expresssteong or
extreme positions or very moderate positions as ay wf
differentiating themselves from other persons ougs.

40 CONCLUSION

Groups have important properties: roles, norms,tusta size,
cohesiveness and diversity, which help us to unaledsand predict
individual behaviour within the group and the peniance of the group
itself. Many organisational decisions are made toygs such as boards,
committees, teams, etc., and group decision-malofigrs some
advantages over individual decision-making. Howgtteis faced with
the challenges of groupthink and groupshift.
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50 SUMMARY

In this unit, we discussed the meaning of groupget of group
development, group properties, group decision-nggkiechniques of
group decision-making, groupthink and groupshift.

6.0 TUTOR-MARKED ASSIGNMENT

What is a group and what are the stages of groupla@ment?
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1.0 INTRODUCTION

Communication is a critical success factor in amgug of people

aspiring to achieve specific goal(s). It is so icalt that when God
decided to stop the construction of the Tower dbédahe confused the
language of the builders such that no one undetsteach other
anymore; communication ceased and the project Wwaad®oned. This
story demonstrates the importance of communicatiémtrepreneurs,
managers and supervisors can only achieve theiongs goals and
objectives by effectively communicating same toeoshworking with

them. So communication is central to organisaticaalvities, and a
crucial element of organisational behaviour.

20 OBJECTIVES

At the end of this unit, you should be able to:

explain the meaning of communication
identify the main functions of communication
describe the communication process
identify the types of communication

explain interpersonal communication
explain organisational communication.
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3.0 MAINCONTENT
3.1 Meaning of Communication

Communication refers to the transmission and unaeding of
meaning.

3.2 Main Functions Of Communication

Communication performs some functions in any grouprganisation.
Some of the major functions are as follows:

o Communication generates the information or datadhaneeded
in decision-making.

o Communication helps to nurture employees’ motivatié-or
example, communication is used to convey to the l@yeps
what is required of them and in providing feedbawk their
performance.

o Communication is used to control the behaviour efmbers. For
example, organisations communicate its requirentieat their
members must adhere to job prescriptions, orgaomsst
policies, chain of command, etc.

o Most employees spend most of their day at worleratdting and
socialising with other workers. In doing this, coomcation
serves as channel of expressing their emotionsf@nfililfilling
their needs for social interactions with others.

3.3 Communication Process

Communication process comprises the following:

Message: The actual physical product of the sea@grcoding
Sender: The person or group that initiates the agess
Encoding: Converting the message into a symboha fo
Channel: The medium through which the messagelsave
Decoding: Translating the symbols into understateddym
Receiver: The person or group the message wasaosent
Noise: Communication barriers that distort the igfaof the
message

o Feedback: Checking the success of transferringntbssage as
intended.
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3.4 Typesof Communication
Communication can be horizontal (lateral) or veitic
Vertical Communication

Vertical communication can be downward or upwardowiward

communication flows from a higher level to a lowewvel — from

superiors to subordinates. For example, the Chiedcttive Officer

(CEO) may need to communicate managers, superyisod other
employees to issue and/or explain policy directiy@ecedures, goals,
or performance feedback.

Problems with downward communication:

o] Managers tend not to explain the reasons behini$idas, even
though research evidences show that subordinaesare likely
to accept and support decisions when they underskemreasons
for such decisions.

o] Managers only communicate decisions taken but yhask for
the opinions of their subordinates on such decssianaking
downward communication a one-way traffic.

Upward communication flows from workers to theipstiors (a lower
level to higher level), e.g. from supervisors aneleaders to managers,
or from managers to CEOs, etc. This type of comeation could be
for purposes of informing superiors on existing lpeons, update on
assignments, or making proposals on projects, etc.

Problem of upward communication:

Major problem with upward communication is that ragers are busier
and find it increasingly difficult to pay adequa#dtention to such
communications.

Lateral Communication

This refers to communication between workers on Hame or
horizontally equivalent levels, managers on theesdewel or between
members of the same work group, etc. This type arhraunication
usually develops informally to ease out the diffi@es and
ineffectiveness of vertical communication. Latecainmunication can
be useful in expediting action, especially if it ftrmally approved.
Otherwise it can create conflict arising from theedch of vertical
communication.
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3.5 Interpersonal Communication

Members of a group or organisation often commuaicatthree ways,
as follows:

= Oral Communication

Oral face-to-face communication is the major forfrcommunication.
This form of communication may involve person-tagms, group-to-
group, or grapevine.

Advantages:

0 The speed of communication is high. Response toeral
communication is often instantaneous.
o] Distortions are quickly identified and corrected

Disadvantages:

o] Oral messages are often distorted when it paseas ffierson to
person. Individual interpretation of the messagg wifer from
what was originally intended, as each person canvie
message as he or she understands it.

= Written communication

Written communication, as the name suggests, veritten form which
could be in paper or electronic form, e.g. lettengmos, emails, SMS,
etc.

Advantages:

0 It is on record and verifiable by the sender, resei and

concerned others

The message can be stored for as long as desired

o] The physical copy of the communication can be cleduin
situations of doubt and/or confusion

o] The process of writing a communication compels saader to
think through his or her message and to be cledrlagical in
crafting it.

o

Disadvantages

o] The process of writing and replying takes a |dtiroie

76



BUS831 MODULE 3

o] Feedback is not as fast as it is in oral commuiticait is even,
sometimes, difficult to know whether a message bagn
received or not, e.g. emailed or posted messages.

= Nonverbal Communication

Nonverbal communication often accompanies verbahmanication.
Nonverbal communication includes body language sashphysical
distance between sender and receiver, facial esipres body
movements, etc. For example, a person who ofteksl@ his or her
timepiece during a discussion suggests lack ofestan the discussion.

3.6 Organisational Communication
" Formal Small-Group Networks

There are three common small-group networks naneigjn, wheel,
and all-channel networks. The chain network siritallows the formal
chain of command. The wheel network routes all comigations
through a focus person. In all-channel network, Imens are free to
communicate with each other.

. The Grapevine

This is an informal communication network within @oup or
organisation. Rumours and gossip constitute th@eyiae and is an
important source of information in organisationgsBarch shows that
rumours are driven by the importance of an issumbiguity
surrounding the issue, and circumstances that sasiety. Examples of
such issues include: downsizing, retrenchment, vainar appointment
of bosses, etc.

0 I mportance of Grapevine

" Helps managers to gauge the morale of their empkoye

" Identifies issues that are important to employees.

. Helps tap into employee’s anxiety.

" Sharing of information via rumours and gossips agemployees

need for friendship.
3.7 Barriersto Effective Communication
= Emotions

Emotions affect how we interpret a message. Pesitvood such as
happiness makes a person to be more likely to aattoally process
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information. On the other hand, a negative moodh aagcanger tends to
make people to control process information. Itda# that extreme
emotions tend to be a barrier to effective commafion by suppressing
objectivity and rationality.

" Filtering

Filtering describes a situation where people intewaily twist
information to be more favourable to the receivamtit actually is. This
is especially the case when it is bad news andeseodreceivers are
different hierarchies in the organisation. Empl®sy/éend to be afraid to
tell their bosses a piece of bad news so theytefitler the information
by giving their (bosses) more pleasing information.

] I nfor mation Overload

Information overload exists when you receive morrmation than
you have the capacity to process. This results ass | effective
communication because the receiver selects, forgetignores some
information as ways of coping with information oleed.

. Language

Language is often a major barrier to effective camioation.

Differences in language reduce communication tobest minimum.
For people communicating with the same languagedsvand slangs
could have different meanings, especially betwa#rrdnt age groups.
Words used to convey a particular meaning may Hdgtuanvey a

totally different meaning to the receiver.

" Lying

Lying represents intentional misrepresentation rdbrimation and/or
deceit. Lies appear prevalent in organisationsthadociety, especially
over mobile phones, social media platforms and keiain face-to-face.
This constitutes a barrier to effective communamati

" Selective Per ception

Individuals may see and hear what they want to as# hear, not
actually what is being shown or said. Receiversrpret what they hear
or see from the point of view of their experiencasterests, and
expectations. It has been said that the world yenegve is the world
that exists, whether it is objective reality or.not
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40 CONCLUSION

Communication among members of an organisationtisa because it
generates information for decision-making, nurturegivation, is used
to control members’ behaviour, and enables memtmeexpress their
emotions and satisfy their need for social inteoactamong others.

50 SUMMARY

In this unit, we were able to explore the meanifigc@mmunication,
main functions of communication, communication @®x; types of
communication, interpersonal  communication, orgatiosal
communication, and barriers to effective commumicat

6.0 TUTOR-MARKED ASSIGNMENT

Discuss common barriers to effective communicattdow relevant are
there in your environment?
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1.0 INTRODUCTION

Sports teams come to mind when we talk about tebmg, in football,
handball, relay race, etc. These teams are grotigeaple that are
selected to achieve goals, each playing a spewife in the team.
Selection of team members depends on a persorlity &bkill set) to
play a required role in the team and willingnesbdaca team player. An
individual member’s effort, on its own, will not ldeer the required
levels of performance because a team’s performahoald be greater
than the sum of the individual efforts. In a fodtb@am, the goal keeper
and other defenders are expected to stop opporfems scoring,
midfielders should feed the attackers, and attackbould score goals
for their teams. Those who fail to effectively pléneir roles jeopardise
the ability of the team to play well and defeatith@ponents. Other
non-sports organisations also make use of teamsinatar principles to
execute projects.

20 OBJECTIVES

At the end of this unit, you should be able to:

o explain the meaning of work teams
. identify the types of work teams, and
J discuss the characteristics of effective teams.

3.0 MAINCONTENT
3.1 Meaningof Work Teams

A work team is a group constituted to accomplisécdped objectives or
goals. Members of a work teams come together teatolely execute
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an assignment or project, each brings specifid skiset of skills that
are relevant to, and complements the skills of omthembers in, the
execution of the project. The coordinated intemadi and efforts
between members of the team produce positive sigsethat make
work teams potentially very effective and efficieMembers of work
teams are individually and collectively accountable

3.2 Typesof Work Team

There are four common types of work teams namelyblpm-solving
teams, self-managed teams, cross-functional teamalsyirtual teams.

" Problem-solving teams refer to a group of few emyppés from
the same department who meet regularly to seek whgslving
departmental problems and improving on effectivenes
efficiency, quality, work environment, etc. Howeysuch teams
only make recommendations for improvements; theglyehave
authority to implement their recommendations.

" Self-managed work teams, as the name implies,dalextensive
responsibilities in managing its affairs. Such anteusually has
authority to make its operational decisions suclplasning and
scheduling work, assigning tasks amongst its mesnber
evaluating members’ performance, and working witlstemers
and suppliers. Unlike problem-solving teams, sedihaged
teams have the authority to make and implementetssions
including, sometimes, its own membership.

" Cross-functional team is a work team that is magbe of
employees from different functional areas of thgamisation but
at similar hierarchical level. Cross-functionalrtesacan be made
up of employees from different areas of the sangamisation or
from different organisations, depending on the ratand
complexity of the project to be undertaken by twent.

. Virtual work teams are teams whose members do eet fiace-
to-face but operate remotely through technologisktforms
such e-mail, video-conferencing, Whatsapp, Viberc.,e
irrespective of their locations — whether in clggeximity or in
far flung locations. Such a team may encountereissof trust
because they do not meet face-to-face, and mayshlae less
information among themselves.
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3.3 Characteristics of Effective Teams

Robbinset al. (2013) present a team effectiveness model madef up
sixteen characteristics grouped into three categonamely; context,
composition, and process.

. Contextual Factors
0 Adequate Resour ces

It has been shown that teams that receive adequatent of resources
and support from their organisations tend to beemeffective than
teams that do not. These resources include funttinggly information,
proper equipment, adequate staffing, encourageraadtadministrative
assistance”.

o] L eadership and Structure

A work team is set up as part of an organisatidre drganisation could,
therefore, provide leadership and structure fortéaen or, in the case of
self-managed teams, authorise the team to do song ¢hat are able to
agree on the specific role(s) each member showdg phd how to

integrate all their roles, tend to be more effextidieams that lack
leadership and structure tend to be less effective.

0 Climate of Trust

Studies have shown that members of effective tedevelop mutual
trust among themselves and their leaders, andctieates harmonious
bond and commitment to achieve team goals. Ladkust and bonding
engender mutual suspicion, lack of commitment aeffectiveness.

o] Performance Evaluation and Reward System

Organisations need to combine individual and grqeyformance
evaluation and reward systems. Focusing solely adividual
performance evaluation and reward would breed steléss among
members, which will be counterproductive to grougterests. Yet,
individual employees need to be motivated to pemborce as
individuals and as team members. So organisatioosld look beyond
individual performance evaluation and reward to stder team
motivation via group evaluation, profit sharing;.et
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" Team Composition
o] Abilities of Members

The abilities, skills and knowledge of team leadarsd members
contribute to its effectiveness, especially for ptem projects that
require high level of intelligence. Low-ability tsamembers find it
difficult to be effective in such situations, esjadly if tasks are shared
equally among members. Low-ability leaders may alsaow back the
activities of high-ability members and cause inefifeeness.

o] Personality of Members

The Big Five Personality Model identifies five darant factors namely;
extroversion, agreeableness, conscientiousnesdjosaostability, and

openness to experience. Effective teams tend tee dugh on average
levels of conscientiousness, agreeableness, antheg® to experience.
Teams that score low on average levels of thederfamay tend to be
ineffective.

0 Allocation of Roles

Team effectiveness requires ability-job fit; pugtisquare pegs in square
holes. Teams with highly skilled and experiencedniners tend to be
effective when these members are assigned to tisd¢sare suitable to
their abilities, especially for the core roles. RBmis et al. (2013, p.338)
identifies nine potential team roles namely; cregboomoter, assessor,
organiser, producer, controller, maintainer, adyiaad linker.

o] Diversity of Members

Diversity refers to individual differences, whiaticiude employees’ age,
ethnicity, gender, educational qualification, exge, length of service,
culture, etc. Different types of diversity posefeiiént opportunities and
challenges to teams or groups. Diversity in teangroup membership
may positively or negatively affect team performandepending on
factors such as leadership. Leadership can motigateam to take
advantage of the variety that comes with its difygrso improve
performance. However, leadership failure may opendoor for team
members to emphasise their diversities, which mayddr their
performance.

0 Size of Teams

The smaller the size of a team, the more effectivis. Small size
enhances coordination, communication, and accollityabExperts
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suggest effective team size of five to nine memhessge teams tend to
become unwieldy, less cohesive, time-consuming laesd effective,
especially when the team is under time pressure.

0 Member Preferences

Individual differences imply that while some peoplee comfortable

working in teams, others are not. The inclusiop@bple who prefer to
work alone in teams may increase stress, interpalsmnflicts, time-

wasting, etc., which may reduce the effectivendsthe team. Team
effectiveness is better served when its membeisi@pnade up of those
who prefer team-playing.

. Team Processes
o] Common Plan and Purpose

It is important that teams understand the purposewhich they are
established. Their proper understanding of its psepwill enable them
to develop appropriate goals and relevant strategieaccomplish those
goals. A good understand of its purpose will engematoper planning
that will enable the team to be effective in aclmgvits purpose. This
understanding will also promote the team’s owngrsifi the purpose,
which will motivate its members to put in greatdfods to ensure
success. A team that lacks proper understandingsgburpose may
develop plans that may not adequately addressutmoge or may even
achieve a different purpose.

o] Specific Goals

Effective teams must be able to convert its purpose specific goals
that are clear, measurable, and realistic, butlehgihg enough to
stimulate high performance.

o] Team Efficacy

Team efficacy refers to a team’s confidence andebehat it can

succeed. Success breeds more successes. A tearosssueven in
small tasks, raises its confidence and commitmenachieve greater
successes. Members can also enhance team effigamqghiring greater
interpersonal and technical skills, which will gitteem greater impetus
for success.
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0 Conflict Levels

Some types and levels of conflicts are healthy lageficial to teams,
groups and organisations. For example, conflicggmnm#ing the content
of a team’s task could provoke critical opinionstba task at hand, and
insights into possible solutions, which would navé been thought of if
there was no disagreement. However, conflicts @arg are often

negative and counterproductive. For example, odsfliarising from

interpersonal hatred are bound to create tensiah wrcooperative
behaviours that impede team cohesion and perforenanc

o] Social Loafing

Some team members decide to lazy around when thie avcangement
makes it difficult to identify individual contribigns to team
assignments, and that will help to make the teabettess effective. To
ensure effectiveness, the team must make its mamdde individually
and collectively accountable.

40 CONCLUSION

Different types of teams perform different funcsonfor their
organisations. But irrespective of the type, teamsst possess certain
contextual, composition, and process charactesisic order to be
effective in delivering on its assignments.

50 SUMMARY

In this unit, we discussed the meaning of work tgatypes of work
teams, and characteristics of effective teams.

6.0 TUTOR-MARKED ASSIGNMENT
How does team composition affect the effectiveraégsams?
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1.0 INTRODUCTION

A leader may be a manager but a manager may retdsder. Effective
leadership is crucial for success in every fieldhofman endeavour such
as political, industrial, and religious governanet,. Leaders are vision
bearers, who are able to enjoy the commitment apdlty of their
followers by effectively communicating their visida them. Effective
leaders are able to motivate their followers to lineel of prioritising
organisational interests above self-interests. éeesddp and
management are needed by organisations to leadhandge its human
resources to accomplish organisational goals.

20 OBJECTIVES
At the end of this unit, you should be able to:

explain the meaning of leadership
explain the theories of leadership
describe charismatic leadership
describe transformational leadership
explain servant leadership

discuss mentoring

discuss leadership, ethics and trust.
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3.0 MAINCONTENT

3.1 Meaning of Leadership

Leadership refers to the ability of an individualibfluence a group of
people towards accomplishing a set of goals oowisLeadership may
derive from the formal structures of the organmator it may be non-
sanctioned leadership, which emerges outside timeafostructure of the
organisation.

A leader may be a manager but a manager may na beader.

Organisations need both strong leaders and streantpgers. Leaders
“challenge the status quo, create the visions effthure, and inspire
organisational members to want to achieve the nisighile managers
“formulate detailed plans, create efficient orgatimnal structures, and
oversee day-to-day operations” (Robbigtsal. 2013, p.395)

3.2 Theoriesof Leadership
= Trait Theories

Trait theories of leadership are of the view thatspnal qualities and
characteristics separate leaders from non-leadeasly studies into
identifying leadership traits identified an unwigldumber of such traits
but with little consensus. However, the adoption tbé Big Five
personality framework in the categorisation of théaits provided a
direction.

From the point of view of the Big Five personaliffamework,

extraversion has been identified as the most ratetrait that define
leaders. Consciousness and openness to experiemcalsa strongly
related to leadership, next to extraversion. Adreeess and emotional
stability are also important traits.

Besides the variables on Big Five personality franom, emotional
intelligence has been identified as an importaait of leaders because
empathy is embedded in emotional intelligence. Amottonally
intelligent and empathetic person is in a good tpwsito attract and
influence followers towards achieving set goalsisions.

" Behavioural Theories
A different approach to the study of leadershipsarm the late 1940s

through the 1960s into the behaviour of effectiwaders. Behavioural
theory was a response to the problems of the #&pgroach. The
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behavioural approach sought to know whether thesrewunique
behaviours that marked effective leaders out. Tlo Cbtate studies
identified two independent dimensions of leaderdigpaviour namely;
initiating structure and consideration.

o] Initiating structure refers to the propensity ok theaders to
understand, define and structure his role and thofsehis
subordinates towards achieving his goals and \gsion

0 Consideration refers to the degree to which a leddes the
propensity to relate to his subordinates based atuah trust,
request for his subordinates’ ideas and opinionsl, @mpathy
towards his subordinates.

The University of Michigan’s Survey Research Cestrstudy also
identified two leadership behavioural dimensionsnely: employee-
oriented leader and production-oriented leader whi@ equivalents of
consideration and initiating structures, respebive

o] Employee-oriented leader takes personal interetstking care of
his employees’ needs, building mutually trust arespect
between him and his subordinates.

o] The production-oriented leader is task-orienteduses on the
technical requirements aspect of accomplishinggib&ls of his
organisation.

Review of research evidence shows that leaders seboed high on
initiating structures enjoyed high organisationabductivity, while
leaders who scored high on consideration had matesfied and
motivated employees that deeply respect their leadewever, the
degree of relevance of either or both dimensiomsilisire-bound.

" Contingency Theories

Contingency refers to situational factors that datee the suitability or
otherwise of leadership styles. Certain leaderstyes appear to be
suitable in some organisational situations or censtances, but
unsuitable in a different situation. Some approacbhan be used to
isolate situational variables namely: Fiedler modduational theory,
path-goal theory, and the leader participation rhode
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= TheFiedler Model

Fried Fiedler contingency model proposes that &ffec group
performance is a function of leadership style-situnafit. Fiedler was of
the view that an individual's leadership style ismmdamental to that
individual and, therefore, fixed. The way to acl@ev leadership style-
situation fit would be to employ a leader with teadership style that is
appropriate to the situation or to adjust the sitmato fit the leadership
style of the leader.

0 How to I dentify L eadership Style

Fiedler developed the least preferred co-workerQ)lLRuestionnaire.

LPC is used in identifying an individual's leadershktyle i.e. whether it

is task-oriented or consideration-oriented. LPCtams 16 sets of

contrasting adjectives (on a scale of 1-8) askaspondents to rate their
co-worker they least enjoyed working with. If apeadent describes his
LPC unfavourably, the respondent is task-oriented;if the respondent
describes his LPC in favourable terms, the respunideconsideration-

oriented.

0 How to define the Situation

Fiedler identified three situational dimensions emleader-member
relations, task structure, and position power.

. Leader-member relations dimension is the level nistf
confidence and respect that members of the grogpgamisation
have on their leader.

. Task structure is the extent to which job tasksstrectured or
unstructured.
o Position power is the extent that a leader infl@snor exercises

power variables viz. hiring, sacking, disciplingpmotions and
other rewards.

A leader that scores high on these three variabiisenjoy greater
control of his subordinates than a leader who scdoev on these
variables.

. Situational Leadership Theory (SLT)

Situational leadership theory opines that effectieadership is a
function of adopting the leadership style that eeft the extent
followers are willing and able to achieve a spedifisk.
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Followers Leaders

Unable and unwilling Provide clear and specifiediions

Unable and willing Apply high task orientatiand high
consideration-oriented.

Able and unwilling Apply supportive and participe style

Able and willing Need not do much.

. Path-Goal Theory

Path-goal means that effective leaders should geotheir followers
with clear-cut path of achieving their (followersyork goals by
providing them with information, support and otimecessary resources
which will make the accomplishment easier. The theapines that
what leadership approach or style the leader adepttd depend on the
situation.

Path-goal theory predicts:

o] Directive leadership yields, greater satisfactionew tasks are
ambiguous or stressful than when they are highlyctired and
well laid out.

(o] Supportive leadership results in high performancad a
satisfaction when employees are performing strecttasks.

o] Directive leadership is likely to be perceived adundant among

employees with high ability or considerate expereen
" L eader-Member Exchange (LM X) Theory

This theory argues that leaders usually establispegxial relationship
with a few of their followers whom they have comdiite in. The leaders
invest a lot of time, attention and reward in depaig these few people
into a core group to work with. To reciprocate tHeaders trust, these
trusted followers also invest (commitment, loyaltgic.) in this
relationship with their leader. Leaders tend toeselery competent
followers who share personality, demographic anditudtnal
similarities with him as members of his in-groughile other followers
remain as out-group.

3.3 Charismatic L eadership

Several studies in Organisational Behaviour, stgrtirom Robert
House’s charismatic leadership theory, have triedidentify the
attributes of charismatic leaders. Charismatic éesithave been found to
be people who have vision and the ability to atétthe vision, willing
to take personal risk to accomplish the vision, wsheensitivity to
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followers’ needs, and behave extraordinarifthey use these
characteristics to influence their followers.

There are debates on whether charismatic leaderv@n or made.
Some argue that some people are born with thes toditcharismatic
leadership, while others argue that people canréeed to acquire
charismatic behaviour.

" Charismatic L eader ship and Situational Factors

o] Studies show significant correlation between clmaaisc
leadership and motivation to high performance.

o] Charisma appears most successful when:

" Followers’ task has an ideological component, eajigion,
politics.

" Environment includes a high degree of stress acédntainty, e.g.

war time, new business or crisis situation.

" Level in the organisation. Charisma is more sugafur top
executive positions (where visions are created) #italow level
management positions.

0 Downside of charismatic leadership

o It is very expensive to attract charismatic leadass CEOs
because of the high levels of autonomy and priegeguch as use
of expensive hones, private jets, expensive casurgy, fat
salaries and bonus, etc., that many of them enjoy.

o Many of them act selfishly and not in the interedt the
organisation.

3.4 Transformational Leadership

Transformational leaders inspire followers to tirsl their self-
interests for the good of the organisation, and ltave extraordinary
effects on their followers. They pay attention lte toncerns and needs
of individual followers; they change followers’ aveaess of issues by
helping them look at old problems in new ways,; dmely excite and
inspire followers to put out extra effort to acheeyroup goals.
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" Transformational leaders are more effective becahsy are
more creative, but also because they encourage thbs follow
then to be creative, too.

. Companies with transformational leaders have greate
decentralisation of responsibility; managers haeeenpropensity
to take risks, and compensation plans are geansdrdolong
term results; all of which facilitate corporate repreneurship.

. Transformational leaders show greater agreementngmniop
managers about the organisations goal, which yslderior
organisational performance.

" Transformational leaders are able to increase vi@io self-
efficacy giving the group a “can do” spirit.

. Transformational leaders engender commitment onptme of
followers and instil greater trust in the leader.

" Vision explains part of the effect of transformatbleadership.
35 Servant Leadership
Servant leaders go beyond their self-interest asdd on opportunities

to help followers grow and develop. They don't ysever to achieve
ends, they emphasise persuasion.

" Characteristics of servant leadership include:
o] Listening
o] Empathising
o] Persuading
0 Accepting stewardship
0 Actively developing followers’ potential.

" Studies find that servant leadership result in éiglevels of
commitment to the supervisor, self-efficacy, andcpption of
justice, which are all related to organisationatizenship
behaviour.

" Servant leadership increase team potency, whi¢brmleads to
higher levels of group performance.

3.6 Mentoring

A mentor is a senior employee who sponsors and stp@ less-
experienced employee, a protégé. Successful meatergood teachers.
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They prevent ideas clearly, listen well and empethto protégés
problems. Mentoring relationships serve both cardenctions and
physiological functions.

. Career Functions
o] Lobbying to get the protégé challenging and vesibl
assignments
o] Coaching the protégé to help develop his or hdissknd
achieve work objectives.

0 Providing exposure to influence individual withimet
organisation

o] Protecting the protégé from possible risks to hisher
reputation

o] Sponsoring the protégé by nominating his or heepi!
advances or promotions

o] Acting as a sounding board for idea the protégéhtriig
hesitant to share with a direct supervisor.

. Psychological Functions

o] Counselling the protégé to bolster his or her self-
confidence

o] Sharing personal experience with the protégé

o] Providing friendship and acceptance

o] Acting as a role model
3.7 Leadership, Ethicsand Trust

We can think of transformational leaders as fostemoral values when
they try to change the attitudes and behavioufsliaiwers.

Charisma has an unethical component, too. Unetleealers use their
charisma to enhance power over followers, diretbedard self-serving
ends. Ethical leaders use it in a socially consitraavay to serve others.

Leaders, who treat their followers with fairnesspecially by providing
honest, frequent and accurate information, are ssemore effective.
Leaders rated highly ethical tend to have followeh® engage in more
organisational citizenship behaviours and who apeemvilling to bring
problems to the leaders’ attention.

Because top executives set the moral tone for ganisation, they need
to set high ethical standards, demonstrate themudfir their own
behaviour, encourage and reward integrity in othensl avoid abuse of
power such as giving themselves large raises anddes while seeking
to cut cost by laying off long time employees.
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Scholars have tried to integrate ethical and cheie leadership by
advancing the idea of socialised charismatic lesdpy i.e. leadership
that conveys other-centred (in contrast to seltreel) values by leaders
who model ethical conduct.

40 CONCLUSION

The Big Five personality framework show consistent tieteships
between leadership and extraversion, conscienteassrand openness to
experience. The behavioural theory of leadershgntified initiating
structure and consideration styles of leadershipwas found that
transformational and charismatic leaders offer nedfective leadership
in organisations. Effective leadership should albe ethically
underpinned.

50 SUMMARY
In this unit, we discussed the meaning of leadprshineories of

leadership, charismatic leadership, transformatitesdership, servant
leadership, mentoring, and leadership, ethics argd. t

6.0 TUTOR-MARKED ASSIGNMENT
What is mentoring and what roles does it play éaders?
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1.0 INTRODUCTION

The quest for power is very common in every fadedotiety, especially
in political governance. But no organisation isrgpaof the perennial
scourge of the quest for power, which (of coursepkes politics. No
organisation, even the family unit, is spared ajamisational politics
aimed at gaining advantages over other members.

20 OBJECTIVES
At the end of this unit, you should be able to:

explain the meaning of power

identify the sources of power

discuss power tactics

explain the meaning of politics

state the determinants of political behaviour igamisation
explain how people respond to organisational @sliti
discuss impression management.

3.0 MAINCONTENT
3.1 Meaning of Power
Power is the capacity or potential that an indigidypossesses to

influence the behaviour of other. Power derivesnfrdependence. If X
depends on Y, Y will have power over X; the gredhter level of X's
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dependence on Y, the greater Y’'s power over X. A@@s dependence
on another person depends on the alternatives lsbeoperceives and
the importance he or she places on those alteesativhoever controls
the alternatives(s) you greatly desire will havevpoover you. Leaders
use power as an instrument to achieve organisatijmads.

3.2 Sourcesof Power
There are several sources of power, which inclbdddllowing:
" Coer cive Power

This power derives from a person’s fear of possilolegative

consequences that may result from his or her fatorobey, e.g. loss of
freedom, physical pains, etc., or in the context asfanisations,

dismissal, suspension, demotion, etc. This is ealpeche case if the
person in question values his or her job.

= Reward Power

In this case, a person who distributes rewardsaittral or non-
financial) to loyal and performing members is atbeexercise power
over those who value the reward he or she offers.

" L egitimate Power

Legitimate power derives from the formal authoritp control
organisational resources based on the person’stiggosin the
organisational structure. The exercise of powethia case is based on
the acceptance of the person’s authority by memietfse organisation,
e.g. CEOs, Vice-Chancellors, Deans, Governors,diirs, etc.

= Per sonal Power

Personal power derives from a person’s unique chenatics such as
charisma.

. Expert Power
An individual is able to exercise influence on ethbecause he or she
possesses special skills, knowledge or expertiaé rilake others to

depend on him or her to achieve their goals, engineers, computer
experts, doctors, etc.
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= Referent Power

Referent power emanates from admiration and resfmecsomeone,
which makes you want to be like him or her andleage him or her.

Sources of personal power (expert and referent paweve been found
to be more effective and positively affect employpeerformance,
commitment to the organisation, and job satisfacti®eward and
legitimate power appear not to be related to thesganisational
outcomes, while coercive power can, in fact, neghtiaffect employee
commitment and satisfaction. Dependence is createdsustained by
the control important, scarce, and non-substitetadsources.

3.3 Power Tactics

This refers to the ways people try to influencesashat work. Robbinet
al. (2013) presented nine tactics namely:

. Legitimacy: Using organisational policies and rules

" Rational persuasion: Use of logical arguments andeace to
proof a reasonable request.

" Inspirational appeals: Tapping on the emotions rofralividual
by appealing to his or her values, needs and agpisa

" Consultation: Involving the person in deciding hdwest to
achieve a goal as a way of identifying with hinher.

. Exchange: Using rewards or benefits in exchangéofaity.

" Personal appeals: Use of friendship and loyaltyetioothers to do
what you want.

" Ingratiation: Use of praise and flattery to makbeos do what
you want.

= Pressure: Use of coercion, threats, etc., to méker® do what
you want.

" Coalitions: Using the support of other people tb gEmeone do
what you want.

These tactics are not mutually exclusive; they bancombined for

greater effectiveness. However, rational persuasiorspirational
appeals, and consultation appear to be more eféetiian other tactics.
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The direction of power tactics determines the ¢ifecess of some
power tactics. For example, pressure and inspiratiappeal are more
effective as downward-power tactics.

Factors that affect the effectiveness of poweidadhclude:

. The audience, e.g. whether they are intrinsicathgxdrinsically
motivated, and whether they have high or low setéem.

. National culture — people in different cultures eggs to prefer
different power tactics.

" The political skill of the individual involved — éhpolitically
skilled are more cunning and effective in using povactics.

" Organisational culture.

3.4  Meaning of Palitics

There are several definitions of organisationalitipsl We define
politics to include all informal activities or behaurs intended to

influence the distribution of benefits or punishigenwithin the
organisation. Such activities include:

" Joining a coalition.

" Whistle blowing.

" Spreading rumours.

" Leaking confidential information to the media.
" Exchanging favours for mutual benefits.

. Lobbying.

3.5 Factors Contributing to Political Behavioursin Organisations

These factors can be classified into individual am@anisational
factors:

= Individual Factors

Availability of alternative job

High self-monitoring

Individual expectations of success in politicking
Investment in the organisation (of seniority, etc.)
Personality traits

Possessing high need for power

Possessing internal locus of control

Possessing Machiavellian personality

O O0OO0OO0OO0OO0OO0OOo
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. Organisational Factors

o] A reward allocation system that offers reward tpkyese on a
win-loss basis will encourage employees to tryricrease their
visibility and/or castigate others (politicking) other to win the

reward.

o] Changes in existing patterns of allocation of oigational
resources.

o] Declining organisational resources.

o] Low trust boosts organisational politicking.

0 Opportunity for promotions which creates competitidor
positions.

o] Role ambiguity.

0 Successful politicking by top managers tends togesy that

politicking is acceptable in the organisation atigirefore, tend
to encourage other employees to politick.

0 Use of subjective performance evaluation system emghasis
on a single outcome measure make employees desperateet
that requirement and may resort to politicking.

3.6 How People Respond To Organisation Politics

Perceptions of organisational politics are negétivelated to some
individual outcomes such as job performance, satign, turnover, and
mood (anxiety and stress). For example, the urdagnarising from
organisational politics may demotivate some empowspecially those
who lack the skill or inclination to politick, relsamg in decreased
performance. Job anxiety and stress increase; gbisfaction drops;
while some employees may even decide to quit higohticised work
environments.

3.7 Impression Management

Impression management refers to the process byhwhdividuals seek

to control the impression others form about thehmsSe who score high

on self-monitor are usually interested in impressianagement.

" I mpression Management Techniques

o] Apologies: To accept responsibility for an offenaed, at the
same time, seek forgiveness for the offence. (Dxéfen
impression management techniques).

0 Conformity or sycophancy: To agree with somebodypgions

or actions for the purpose of getting the persapproval. (A
form of ingratiation).
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o] Enhancement: A person to claim that his or herreff more
valuable than majority of other members would agvek. (Self-
focused impression management technique).

0 Excuses: To explain an individual’s failure, or lplem arising
from the failure, with the aim of minimising thegrent severity
of the failure or problem. (Defensive impressionnagement
techniques).

0 Exemplification: A person doing more than he or skeds to do
as a way of showing dedication and hard work. (Asse
impression management technique).

0 Favours: To do somebody a favour in order to getpgarson’s
approval. (A form of ingratiation).
o] Flattery: To compliment another person on his anirtues with

the intent of making yourself likeable. (Assertiiapression
management technique).

0 Self-promotion: A person to call attention to his lwer best
gualities and achievements, and downplay his odkéciencies.
(Self-focused impression management technique).

Impression management techniques have been fouedtie¢. For
example, self-promotion and ingratiation have bdeannd to be
effective for applicants during job interviews. But performance
evaluation exercises, ingratiation is effective leshself-promotion is
often not effective. This may be because job imésvers do not know
the interviewees well but performance assessore(sisors) know the
performance of the employee first hand, and theeefwill not be easily
deceived by self-promotion.

40 CONCLUSION

Formal power in organisations derives from a pessposition in the

organisation’s chain of command. However, thereaher sources of
power, including expert and referent power, etdfetént sources of
power have different effects on important perforoewvariables. For
example, expert and referent power tend to be naffective and

positively affect employee performance and job s$attion, while

coercive power could negatively affect employee wwiment and

satisfaction. Perceptions of organisational pditce negatively related
to some individual outcomes such as job performarsedisfaction,

turnover, and mood.
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50 SUMMARY
In this unit, we discussed the meaning of poweyrsss of power,
power tactics, meaning of politics, determinantpalftical behaviour in

organisation, how people respond to organisatipodtics, and lastly,
impression management.

6.0 TUTOR-MARKED ASSIGNMENT
Identify and discuss the nine most identified poveetics.
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1.0 INTRODUCTION

Conflict is unavoidable where two or more persons-exist.

Organisations, by their very nature, promote cohflHowever, not all
levels of conflict are counterproductive. Some lIsvef conflict are
healthy and necessary to keep organisations setfaty creative and
viable; otherwise it becomes static, unresponsigad apathetic.
Nonetheless, high level of conflict is counter-proive and requires
negotiation for acceptable settlement, for peacadtxistence.

20 OBJECTIVES
At the end of this unit, you should be able to:

define conflict

explain transitions in conflict thought
describe the conflict process

define negotiation

describe bargaining strategies
explain negotiation process.

3.0 MAINCONTENT
3.1 Meaning of Conflict
Conflict can be defined as a process that staremwbne party (person

or group) perceives that its interests are beingosed or negatively
affected by another party” (Rahim 2001).
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3.2 Transitionsin Conflict Thought
" Traditional View of Conflict

This approach was prevalent in the 1930s and 194k presented
conflict as inherently negative and should be am@idThis approach
was of the view that conflict derived from lack obmmunication,
openness and trust between people (managers andoyeeg).

Organisational performance can be improved by itjemg and

resolving the causes of conflict within the orgatisn.

= I nteractionist View of Conflict

This view opines that a minimal level of conflict mecessary to keep
organisation responsive and viable, otherwise @obees unresponsive
and unviable.

Conflict may relate to relationship, process oktd&elationship conflict
relates to interpersonal relationship; processlmbntlates to how the
work is done, while task conflict has to do witle ttontent of the work
being done. Relationship conflict is dysfunctior(@e. destructive),
while task and process conflicts can be functiqnal productive) in
some situations. High levels of task and processflicts are

dysfunctional.

] Resolution Focused View of Conflict

This approach recognises that conflict is unavdelab groups or
organisations, and that the effects of conflictgreafter resolutions,
result in strains in interpersonal relationshipsel mindedness, anger
disagreements, and decrease in group cohesion arndrmpance.
Consequently, this approach is of the view thatppeahould be
prepared for conflicts, and put productive stragegifor conflict
resolution in place, in order to substantially reelthe dysfunctional
effects of conflict.

3.3 TheConflict Process

There are five stages of conflict process namedyemtial opposition or
incompatibility, cognition and personalisation, entions, behaviour,
and outcomes.

" I ncompatibility

This is the appearance of conditions that is capablcausing conflict
namely; communication, structure and personal ée&ga
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0 Communication refers to contradiction that may eatarfrom
semantic difficulties, jargons, misunderstandingl darriers to
effective communication.

0 Structure refers to variables such as size, rewsystems,
specialisation, extent of dependence between growrsl
jurisdictional clarity. For example, large groupee grone to
conflict. Similarly, a reward system that rewardse gperson at
the expense of another person encourages conflict.

o] Personal variables that can cause conflict inclutividual
personality, emotions and values. For example, mm®such as
anger carried to work from the family domain carfendl
colleagues at work, which can cause conflict.

" Cognition and Per sonalisation

A person’s awareness of the existence of conditibad can create
conflict (perceived conflict) is necessary but safficient to establish
conflict. The person’s emotional involvement (fedinflict) has to set in
before the person experiences anxiety, tensiorjliho®r frustration,
which are the signs of conflict. It is when feltaglict sets in that the
parties define what the conflict is about.

. [ ntentions

Intentions are decisions to act in a specific Wwalat you perceive to be
the other party’s intention in a conflict will deteine your response to
their behaviour. Intentions in conflict can be tmpete, collaborate,
avoid, accommodate, or compromise.

= Behaviour

The behaviour stage of conflict is the stage inclvtone or both parties
to the conflict make statements, take actions, eactr in ways that
confirm the existence of conflict. At this stagenfiict is obvious.

Conflicts exist on a continuum ranging from minasagjreements to
open efforts to annihilate the other party, e.gr.wather levels of
conflict exist in-between these two extremes. L&wel conflicts are
often functional, while high level conflicts are@f dysfunctional.

= Outcomes

The activities of the various parties to a confiictariably results in
either functional or dysfunctional outcomes as ulsed earlier.
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3.4 Meaning of Negotiation

Negotiation is a “process in which two or more idependent
individuals or groups who perceive that they hae¢hbcommon and
conflicting goals state and discuss proposals aeftgences for specific
terms of a possible agreement” (Hellriegel & Sloc2di1, p.395).

Negotiation may take place between employer andaep, buyer and
seller of goods and services, employer and emplogee Virtually
every interaction in group or organisational segimnvolves one form
of negotiation or the other. Negotiation affectshbthe terms of the
exchange and the relationship between the negrtiato

3.5 Bargaining Strategies
. Distributive Negotiation

This is a negotiation process that is concernedh whe dividing of
resources between the negotiating parties in aowilose context, e.qg.
wage-negotiations, etc. Each party to the negotiageek to get as much
of the benefit as possible. Each negotiator hasesastance point
(minimum acceptable point) and a target point (tneferred level of
benefit). Negotiating tactics include setting thetzor (when you start
with an aggressive first offer), and revealing aadlme for the
negotiation, which helps to speed up negotiatiod fmces the other
party to make concessions.

" I ntegrative Negotiation

In contrast to the win-lose context of distributivegotiation, integrative
negotiation is based on a win-win outcome. Negotgain an integrative
negotiation arrive at one or more settlements thaves all parties
feeling victorious because each party benefits fthen negotiation. In
the context of organisational negotiation, for epanthe negotiation is
considered integrative if both labour and managerbenefit from the
settlement.

3.6  Negotiation Process
Negotiation can be seen to be made up of five stapely; preparation

and planning, definition of ground rules, clarificem and justification,
bargaining and problem solving, closure and impletason.
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" Preparation and Planning

This involves understanding the nature of the donfthe parties to the
conflict, your goals and targets, and your opposegals and targets,
etc. With the information at your disposal, you elep your negotiation
strategy, part of which is to determine your bekermative to a
negotiated agreement (BATNA) and that of your opmgydn BATNA
refers to the least acceptable value for a negatiaigreement. Both
parties will only accept offers that are better nthieir individual
BATNA, except the party adjusts or changes its BATN

= Definition of Ground Rules

Ground rules refer to the rules and procedure ggithe negotiation. It
specifies the negotiating parties, issues place tand frame for the
negotiation. These ground rules are jointly devetbpy the parties to
the negotiation. Initial demands are also excharyetihe parties at this
stage of the negotiation.

] Clarification and Justification

After the parties’ initial demands have been exdgeanat stage two, this
step is for each party to clarify its initial dendsn and show
justifications for same, with relevant documents.

. Bargaining and Problem Solving

This is the stage where the actual bargaining tplee; both parties are
expected to concede some of their demands in cwereach an
agreement.

" Closure and | mplementation

This step involves the formalisation of the agreehreached at stage
four. The formalisation may be a handshake or an#&brcontract,
depending on the type and magnitude of the negmiiaFor example,
negotiations, such as labour-management colleb@vgaining require a
formal contract to implement and monitor agreements

40 CONCLUSION

From what we discussed in this unit, we conclude tdonflict is not
always dysfunctional in a group or organisationnflict can be too low
or too high, either of which is dysfunctional. Onggations require a
healthy level of conflict that avoids stagnationduce creativity, and
support change without disrupting the coordinatibactivities. There is
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no one-cap-fit-all strategy to handling conflicppaopriate strategy is
contingent on the situation. The same applies ¢ottion.

50 SUMMARY

In this unit, we discussed the meaning of confli@nsitions in conflict
thought, conflict process, the meaning of negatmti bargaining
strategies, and negotiation process.

6.0 TUTOR-MARKED ASSIGNMENT

What are the differences between the traditionatieractionist, and
resolution focused view of conflict?
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1.0 INTRODUCTION

Organisations are made up of several people puws@wommon

objectives. These people come with different bagkgds, behaviours,
attitudes, expectations, etc. It is, therefore, angnt that the
organisation be divided into jobs, and that thedss jare coordinated in
such a way that all productive efforts will be gahtowards achieving
common goals and objectives. Management must defired each job
position should do, how it should be done, and leaah job relates to
other jobs, etc. Otherwise, there will be confusioonflict and struggle
over power, status and resources of the organisadiod organisational
ineffectiveness and inefficiency. These are some tld issues
organisational structure and design deal with.

20 OBJECTIVES

At the end of this unit, you should be able to:

o Explain organisational structure
. Identify the different types of organisational dgs
o Explain the determinants of organisational struetur

3.0 MAINCONTENT

3.1 Organisational Structure

Organisational structure refers to the formal dons grouping ,and
coordination of job tasks. The elements of orgdimsal structure

include: specialisation, departmentalisation, cldicommand, span of
control, centralisation and decentralisation, ardhalisation.
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" Specialisation

Work specialisation refers to the division of agamisation’s activities
(tasks) into distinct jobs, performed by workerghaiequisite skills or
education. This, like division of labour, saves djmincreases
productivity and efficiency, etc.

However, human diseconomies from specialisation. \obpredom,
fatigue, stress, low productivity, poor quality,cieased absenteeism,
and high turnover offset the economic advantages wairk
specialisation. Consequent on these diseconomiesagement now
employ work enrichment, autonomy, teams with irtieangeable skills,
etc.; to significantly increase employee job satifbn and output.

" Departmentalisation

Departmentalisation is the grouping together ofsjoto aid the
coordination of common tasks. Departmentalisatian lse by function,
product, geography or customer, etc.

o] Functional departmentalisation is the grouping @jaoisational
activities by functions. What the functions are elegs on the
type of organisation in question. A manufacturimgnf should
have production, marketing, human resources; fieamd supply
functions, etc.

o] Product departmentalisation involves the groupingd o
organisational activities along product lines. Eéok is placed
under a manager and all the resources needed tlugeoand
market the product line are allocated to, and meddoy that
particular manager. This is useful to large orgatmss with
many product lines.

o] Departmentalisation by geography involves grouping
organisational activities around geography. A patér
geographical area say South-east or North-east,®tecognised
as a department and has a manager assigned to enactagties
of the organisation in that geographical area. Thisspecially
useful to organisations that provide similar goadd services to
few customers spread over large geographical area.

o] Customer departmentalisation involves the groupirmg
organisational activities around the needs of ikssteng or
potential customers. Each customer group has common
characteristics and needs that can be best sdtisfieleveloping
expertise to satisfy each group.
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o] Departmentalisation by process involves grouping of
organisational activities to process customersanaioducts. A
hospital is a typical example.

. Chain of Command

This principle says that there should be an unbrdkee of authority
linking everyone in the organisation from the togmnto the lowest.
Chain of command relates to authority and unitgahmand.

0 Authority is the right to make rules or give ordemsd expect
compliance. The principle of unity of command rentkes the
chain of command.

o] The unity of command principle says that no one the
organisation should be directly responsible to mtiran one
boss, in order to avoid potential dysfunctionalfton

However, these principles are less emphasised mesonodern
organisations. This can be attributed to the greateilability of

information to all categories of employees, greatemployee
empowerment, increasing prevalence of lean orgaoisa use of self-
managed and cross-functional teams, and new oagamal structures,
which have combined to neutralise the importancies$e principles to
organisations. Nonetheless, many organisationt adihere to these
principles.

. Span of Control

Span of control refers to the number of workers thiectly reports to a
manager. This span can be narrow (4-6 employeesider (more than 6
employees), which determines the number of manageganisation
should employ and the number of levels in the agion.

o] Narrow span requires the employment of many masagard
tends to support more effective supervision, lestdpr and
employee performance. However, narrow span may €ss |
efficient, encourages over supervision, and disages employee
autonomy.

o] Wide span is more efficient because it encouragssreduction,
but may be less effective in terms of supervisieadership and
employee performance. To reduce these problemsanisations
engage in employee training to make them more kedgédable
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and skilled so as to be able to work with minimapervision,
and to be able to assist others.

. Centralisation and Decentralisation

Centralisation refers to the extent that decisia@kimg is concentrated
at the top echelon. In centralised organisatioesjsibns are made by
the top managers, while others execute decisiomnaate. Centralised
organisations tend to have a hierarchical strucamd centralisation
slows down decision-making, alienates lower levehnagers and
reduces input into the decision-making process.

Decentralisation refers to the extent decision-mgkiauthority is
delegated across the organisation. Decision-makimgdecentralised
organisations, is made even by frontline managédrs are closest to
organisational activities. Decentralisation encgesaquick resolution of
problems, sense of belonging, and provides greaetributions to the
decision-making process.

n Formalisation

Formalisation is the extent to which jobs are stadded. Every job is
standardised but some jobs are more standardisethalised) than
others. High standardisation involves plenty ofesyl explicit job
description and procedures, which repudiate the aefsemployees
individual discretions at work. Conversely, low jatandardisation
allows employees to apply personal discretion imryoag out their
duties; their behaviour at work and responses tokvaxuation are
flexible and un-programmed.

3.2 Organisational Designs
There are several organisational designs incluthiagollowing:
" Simple Structure

The simple structure is simple; it is not complicentralises authority
on one person, and engages in low levels of fosattin and
departmentalisation. It also employs wide span @ftol resulting in
few vertical levels.

The simplicity of this organisational design makdess costly, flexible,
fast and accountable. These features make it &teato operators of
micro and small scale businesses. However, thiglsimstructure is
unable to meet up with the increasing complexity gobwth (e.qg.
increased activities and decision-making), whiclkesait increasingly
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difficult for one person to cope. And if, for angason, he or she
becomes indisposed, the organisation may run notabte for lack of
information.

" The Bureaucracy

The bureaucracy is known for high Ilevels of funetb
departmentalisation, specialisation, formalisatiomarrow span of
control, centralisation, and strict adherence tairctof command. It is
highly efficient in carrying out formalised tasksedause of the
economies of scale arising from specialisation afuhctional

departmentalisation. Another advantage is that duaecies can hire
less talented managers because its high levelrofaitsation makes up
for their poor managerial talents. However, bureacies are weighed
down by bottlenecks, slow decision-making, overetefence on rules,
and lack of innovation, among other limitations.

= TheMatrix Structure

Matrix structure combines functional and producpatémentalisation.
The combination of these types of departmentatisats informed by
the fact that the advantages of product departriigstian make up for
the disadvantages of functional departmentalisatiooe versa. For
example, functional departmentalisation offer tleméfit of economies
of scale arising from the gathering of specialisisn different functions
and sharing of specialised resources to produderedift products, but
has problems achieving timely and efficient cooation of tasks among
specialists in different functions (which happeasbe the strong point
of product departmentalisation). The use of matsixucture is,
therefore, intended to exploit their strengths obthb types of
departmentalisation and avoiding their weaknesses.

The matrix structure enhances coordination of ddpendent and
complex tasks. It also facilitates the availabildf information to its
users, and helps to drastically reduce the tendeacyprioritise
functional goals above organisational goals.

In spite of these advantages:

0 Matrix structure increases conflict, struggle fmwer, and job
stress.
0 It breaches the principle of unity of command bgpviding for

multiples bosses, giving rise to role ambiguity acaohflict,
which have significantly relates to job stress ars@curity.

o] Power struggle may ensue over the allocation afue®s, etc.
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" Virtual Organisation

A virtual organisational is an organisation that-sources its primary
business functions. Structurally, a virtual orgatian is highly
centralised and has little or no departmentalisatits overhead is very
low because it outsources its core business fumciémd therefore, does
not keep large number of employees or big permaoifines, etc.

Virtual organisations produce and sell their praduwsithout touching
them because its manufacturing, quality controljpmhg, etc.,
outsourced. In this case, the major responsibiby the virtual
organisations managers is to coordinate relatipsshietween their
organisations and other organisations that perfdifferent business
function for them.

Virtual organisations are flexible and a veritalwe/-cost platform for
innovators to operate and compete effectively arfficiently.
Information communication technology is a critioarastructure in the
operations of virtual organisations.

However, virtual organisations lack the high degree physical
interaction that members of other conventional $ypé organisational
structure have. As a result of this, it is diffictd develop strong cultural
identity and affinity as in traditional organisatal setting with regular
physical interaction. This lack of physical intdian and
communication among members of virtual organisatimake them less
willing to share knowledge and information. The umgness to
collaborate  reduces innovativeness. Furthermore,lesro and
responsibilities are ever changing, which creatabiguities that fester
organisational politics.

" The Borderless Organisation

The idea of borderless organisation is for orgdiuea to collapse
internal vertical and horizontal boundaries andrémnove external
barriers between it and other organisations sudupgliers, customers,
etc. Collapsing vertical boundaries involves thenaeal of chain of
command and other hierarchical structures and ipesctOrganisations
can do this by creating cross-hierarchical teamd aarticipative
decision-making practices, which help to flattenstructure.

Organisations can remove horizontal boundariespiacing functional

departments with cross-functional work teams andobyanising its
activities around processes rather than functiorepartments.
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Borderless organisation also seeks to eliminatgmghical and cultural
barriers. Organisations can do this by establiskingtegic alliances or
joint partnerships with organisations in differguarts of the world,

which enables their employees to work on joint @ct§. This can also
be done by providing for telecommuting, which alfotheir workers to
operate from outside the geographical confines hafirtemploying

organisations.

. TheLeaner Organisation: Downsizing

Organisations seek to make themselves leaner amyaavstick to its
core competencies, reduce operational costs, aliiexibility, survive

unfavourable changes in the market, reduce buraeyia@nd increase
response time or speed of decision-making, etcadlueve leanness,
organisations reduce their staff strength, sellctwse unprofitable
business units or locations, etc. This is calledmzing.

In spite of the immediate positive impact of dovansg on operational
cost via decrease in wage bill, downsizing hasowen downside.

Majorly, downsizing may cause uncertainties regaydjob security,

which can negatively affect the commitment of ergples towards the
organisation. Fear of future downsizing may alstcrease employee’s
job stress, tardiness, absence, and turnoveratate,

However, organisations can reduce the negativectsffef downsizing
by employing the following strategy: communicatiomvestment,
participation and assistance (CIPA).

0 Communicate their plans to downsize to their emgdsyearly

o] Invest in high-involvement work practices after th@wnsizing,
especially on its core competencies.

0 Involve employees in the process of downsizing, deriding

voluntary retirement or severance packages options.
o] Assist affected employees, e.g. job search assmstagverance
benefits etc.

3.3 Determinants of Organisational Structure

Mechanistic and organic structures represent the éxtremes of
organisational design. Mechanistic model is charss#d by high
formalisation, rigid departmentalisation, clear ichaf command, etc.
The organic model is characterised by flatnesslainto borderless
organisations; cross-functional and cross-hieragthiteams, low
formalisation, etc. Determinants of organisatiorsfucture are as
follows:
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" Organisational Strategy

Organisational structure derives from overall oigational strategy and
is therefore, influenced by it (organisational &gy). Changes in
organisation’s strategy will require changes tcanigational structure to
match adjustments in strategy.

Strategy frameworks may focus on three dimensioamety; cost
minimisation, innovation and imitation.

o] An organisation pursuing innovation strategy adoptganic
structure characterised by loose structure, deslésdtion, low
formalisation, cross-functional and cross-hierazahteams, etc.

o] Cost-minimisation strategy involves cost controld aouts in
product prices. Organisations pursuing cost-mirams Strategy
avoid unnecessary expenditures such as on unnegessa
innovations, marketing, human resources, etc.

0 Imitation strategy involves moving into new produar new
markets after other (innovative) organisations h#ested the
waters and have proven that the new product or ehaskviable.
Organisations that pursue imitation strategy udé bwechanistic
and organic structures for existing and new praguct
respectively.

. Size of Organisation

The size of an organisation determines the stracgtiadopts. Generally,
large organisations tend to adopt more mechanstiacture than
smaller organisations. For example, the presenca lafge workforce
will  compel greater departmentalisation, formalsat and

specialisation, than a small workforce.

. Technology

Technology is the application of knowledge relatioghe conversion of
productive resources to goods and services. Thdinemess or
otherwise, of an organisation’s technology deteawsithe organisation’s
structure. Routine operations are standardisedcamdbe automated,
which makes it suitable to mechanistic structuf@s.the other hand,
non-routine operations are customised and may \Wiewed from time

to time, which makes it suitable to organic stroesu
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= Environment

The stability or dynamism of an organisation’s ex# environment
(viz. competitors, suppliers, customers, host comitras, government,
pressure groups, etc.) can affect its preferractiire. The environment
has three dimensions namely; volatility, complexithd capacity.

o] Volatility refers to the level of instability in éhenvironment. A
highly volatile environment creates unpredictablearges for
organisations that operate in it. This can be stabldynamic.

o] Complexity refers to the level of concentration &ederogeneity
among environmental elements. This can be simpt@mplex.

0 Capacity refers to the extent the environment cgapasrt growth.

This can be abundant or scarce.

Complex, scarce and dynamic environment is suitdble organic
structure, while simple, abundant and stable enwrent is suitable for
mechanistic structure.

40 CONCLUSION

From what we studied in this unit, it is obviousatttorganisational
structure and design are important in organisakicegources allocation,
and in the establishment of order, direction, d¢feness and efficiency
in organisation’s operations. It is obvious thaprpriate structure and
design cannot be the same for all organisationausectheir strategies,
sizes, technologies, and environments differ.

50 SUMMARY

In this unit, we discussed the meaning of orgaieat structure,
elements of organisational structure, types of miggdional design, and
determinants of organisational structure.

6.0 TUTOR-MARKED ASSIGNMENT

Organisational structure cannot be the same foroadjanisations.
Discuss.
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1.0 INTRODUCTION

Cultures are defining characteristics of peoplesiougs, or
organisations. It marks the difference betweentiesti As it is with
national cultures, so it is with organisationaltarg.

2.0 OBJECTIVES
At the end of this unit, you should be able to:

define organisational culture

identify the characteristics of organisational ardt
explain the role of culture

discuss the disadvantages of culture

explain how culture is created and sustained
explain how culture is transmitted

identify ethical organisational culture.
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3.0 MAIN CONTENTS

3.1  Meaning of Organisational Culture

Organisational culture “refers to the learned ahdred values, beliefs
and attitudes of the members” of an organisati@mn@gin & Slocum
2007).

3.2 Characteristics of Organisational Culture

The culture of an organisation can be assessedvhjuaing the
following variables on a continuum ranging from léavhigh:

" The extent management and employees are competiaivelaid
back.
. The extent management are conscious of, and cortheleffects

of outcomes on employees of the organisation.

" The extent employees are encouraged to take riskis e
innovative.
" The extent the activities of the organisation sémkmaintain

stability than growth.

" The extent employees are encouraged to pay attettidetails
and be precise.

" The extent the organisation organise work actiziieound teams
than individuals.

. The extent management considers results or outctortes more
important than the means of achieving them.
Organisations, especially large ones, have dominand
subcultures.

" A dominant culture refers to the core values shased majority
of members, which confers a distinct personality tre
organisation.

" Subcultures are cultures that exist in a particgl@ographical
location or department that capture the uniqueesahrising from
the experiences of that particular location or depant. Though
a subculture can, and do influence members’ bebavio
dominant culture exerts a major influence on member
behaviours.
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Organisational culture can be weak or strong.

. It is weak if there are wide variations in emplogeepinions of
the organisation’s mission and values.
. It is strong if majority of the employees share Hagne opinion

about the mission and values of the organisatitrmn§ culture
creates greater influence on members’ behaviounnutment,
loyalty and cohesiveness, and reduces employeevern

3.3 Role of Culture
" It enhances the stability of the social systenis the social glue

that helps to hold the organisation together by viging
standards for what employees should say or do.

" It conveys a sense of identity for organisationanmbers.
" Culture differentiates one organisation from others
" It is a sense-making and control mechanism thateguiand

shapes employees’ attitude and behaviour.

" It facilities commitment to something larger thadividual self-
interest.

3.4 Disadvantages of Culture
In spite of its benefits, culture has its own ptitdrdisadvantages.

. Considerations for mergers and acquisitions havee dmeyond
financial and product advantages to include corbpiyi in
culture between the organisations. Organisatiorsg #re not
culturally compatible will have difficulties merginand that may
result in failure due to clash in culture. So, crtdt may be a
barrier to mergers and acquisitions.

" Cultures become entrenched in institutionalisecigations, so
much so that certain attitudes and behavioursdtiiée creativity
and innovation may be taken for granted as long &sculture-
consistent.

" Culture influence behaviour and is a liability white behaviour
it creates no longer promote organisation’s efiectess. For
example, changes in the environment from say destabvolatile
environment will make behaviours that are consisteith a

120



BUS831 MODULE 4

stable environment to become liabilities in voRtnvironment.
In this instance, culture becomes a barrier to ghan

3.5 Creation and Sustenance of Culture

Organisation’s culture begins with its founder{B)e founders implant
their visions in the organisation from its inceptiovhich is easy to do at
the early stages because of the relatively smadl Jihey do this by:

. The founders leading by example, which convincebkerot
members of the organisation to emulate them by bmbitheir
values, beliefs and behaviours.

. Hiring and keeping employees that share their viemg feelings.
" Socialising the employees to imbibe the foundeasu®s.

Culture is sustained by selection processes, actbhop management,
and socialisation.

" The selection process is aimed at employing peogi®se
abilities knowledge, skills and values are needed the
organisation. The applicants also gather infornmatbout the
organisation, which will enable them to avoid gejtemployed
in organisations whose culture they do disagrek.wit

" Top managers, by their words and behaviours, lelpdgate and
sustain organisational culture. Their actions widbnvey
acceptable values, and behaviours down the rungsgahisation
ladder. For example, top managers’ actions wilvslagceptable
dressing, response to risk-taking, competitivenessards, and
organisational support, etc.

. Finally, an organisation uses socialisation of neembers to
sustain its culture. Socialisation can be saiddosest of three
phases namely; pre-arrival, encounter and metarmeiph

o] New employees usually come in with their own seatitudes,
values, and ideas of what to expect from the osgdiun. The
organisation should give out more information abdbe
organisation to applicants during the selectiorcess, especially
in respect of the organisation’s requirements/etgiens from
prospective employees.

o] When an applicant is finally employed in the orgation, he
commences the encounter phase of the socialisptmress. He
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commences the experience of working in the orgéinisand is
in a position to confirm whether he expectation®utbthe
organisation are truly so, or not. If his expectasi happen to be
different from reality, he may become disillusionede-
motivated, and less committed.

0 The final phase is metamorphosis. It is at thissphthat problems
identified at the encounter phase are resolved ted new
employee imbibes behaviours and values acceptedthly
organisation. Socialisation may take place trougstitutional
practices or informal individual practices.

Institutional practices refer to formal, collectivand sequential
socialisation programmes, while individual practicgefers to informal,
individual, and disjuncted socialisation process.

Studies show that high levels of institutional pi@Es boost
organisational commitment and person-organisation dtc.; while
individual practices boost innovation in individuales.

3.6  Transmission of Culture

Culture is transmitted to members of an organigsaiiodifferent forms
including stories, language, rituals, and matesyahbols.

" Every organisation has stories around the behaaliaitributes
of its founders, narratives about past events sagkHayoffs,
reactions to achievements and mistakes, etc. T8teses convey
the core values of the organisation to memberslisten to these
stories. Some employees also create their own theasaaround
their past experiences in the organisation.

" Organisations use language in form of jargons anolngms with
peculiar meanings to the organisation or departrifexttdescribe
its products, equipment, customers, etc.

. Rituals refer to repetitive set of activities thmith express and
reinforce the culture of an organisation, e.g. amth, procedures,
ceremonies, etc.

. Material symbols include office spaces and buildinguality of
office furnishings, types of official cars, privgets, executives’
attire, etc. These and other symbols tell employiegsortant
people in the organisation, what behaviours areagpate, etc.

122



BUS831 MODULE 4

3.7  Ethical Organisational Culture

Ethical organisational culture is interested battachieving the desired
outcomes and on the means of achieving the outcoiffes outcome
does not justify the means. It tries to balance thterest of
organisations stakeholders. Though managers areumged to be
aggressive, innovative, and risk-takers; ethicaltuces does not
encourage reckless competition and win-at-all-cosntality, and
underhand practices. Production and marketing omhd products,

false advertisements, engaging in activities demntal to the
environment are examples of unethical behavioursingr from

unethical organisational cultures.

Managers can create ethical organisational culiyre

" Clearly stating organisation’s code of ethics tadgumembers’
conduct.

" Leading by ethical example.

" Paying attention to the achievement of goals ardnieans of
achieving them, reward ethical conducts and pdnglignethical
conducts.

" Providing safe and rewarding whistle-blowing praceto

encourage people to report unethical conducts bérst and
encourage workers to discuss their own ethicallehgés.

" Training employees on the organisations expectduicadt
standards via workshops, seminars, etc.

4.0 CONCLUSION

From what we have studied in this unit, we concltigg organisational
culture refers to employees’ overall perceptiontleé organisation in
relation to factors such as attention to detailsppgbe and outcome
orientations, innovation and risks, among othersurfders of
organisations and top management influence, andirdieenced by
organisational culture. Strong organisational cekuare difficult to
change, and do influence employees’ performances,Ittherefore,
important that organisations employ people whoseesagree with
their culture so as to encourage performance addcee employee
turnover. Ethical organisations develop ethicaturels, while unethical
organisations have unethical cultures.
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5.0 SUMMARY

In this unit, we discussed the meaning of orgameat culture,
characteristics of organisational culture, rolecafture, advantages of
culture, creation and sustenance of culture, trsssamn of culture, and
ethical organisational culture.

6.0 TUTOR-MARKED ASSIGNMENT
How are organisational cultures created and swed&in
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UNIT 2: ORGANISATIONAL CHANGE AND
DEVELOPMENT
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1.0 INTRODUCTION

Change, they say, is constant. From the systemst pufi view,

organisations and their environments are intemdlat and

interdependent. Consequently, changes in eithethefinternal and
external environments of organisations are capabieducing changes
in the way they are managed. It, therefore, beconexsssary that
management should monitor environmental factorgletstand change
processes, and know how to predict and manage ehang

2.0 OBJECTIVES
At the end of this study, you should be able:

identify forces of organisational change

identify resistance to change

explain how to overcome resistance to change

discuss approaches to managing organisational a@weint
describe organisational development techniques.

3.0 MAIN CONTENT
3.1 Forces of Organisational Change
Change is inextricable from organisations’ exiseehecause of frequent

changes in its environment - internal and extergaldies show that the
forces for change include: nature of the workfor¢echnology,
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economic shocks, competition, social trends, andrldvgolitics
(Robbinset al. 2013).

. Competition has significantly increased over thargeand keeps
increasing. Aided by globalisation, competitors ae@ longer
limited to local organisations but to organisatiorfar countries
such as China, Singapore, Vietham, Turkey, etcq sltip better
and, sometimes, cheaper products into local marisisnging
the way business is conducted.

" Economic uncertainties, such as recession, createt aof
challenges to organisations resulting in downsizewgn outright
closure.

" Social trends are a powerful force, buoyed up leyititroduction

of social media platforms such as Facebook, Whpis¥fber,
etc., which enable quick exchange of ideas and irginanf
information, real time. That has affected the wagaaisations
promote and market their products. Unwholesome cigdj
practices, and products are easily flagged in dlceabmedia.

" Technology has permeated many organisations ancedasined
work. Information communication technology suctcamputers,
ipads, smartphone’s, etc., make information easibyessible, and
workers are more flexible with when, where and hibvy do
their work.

" The nature of the workforce has considerably chdruyer some
decades now; more women are now in paid-employnoasyal
work arrangements have significantly increased, etc

" World politics also engender changes globally. &eergence of
China as a world power and the power struggle betwihe
world powers result in alignment and re-alignmebttween
countries of the world. For example, current efoby North
Korea to become a world nuclear power has contirtaeattract
the ire of the United State of American (USA), whigs
threatening military action that is expected tovaice third world
war. Many sanctions have been put in place by U84 the
United Nations, which affects both North Korea amalntries
that do business with her. Furthermore, instabilityan oil
producing country can generate shocks in oil sypmplices, and
revenues in different parts of the globe.

3.2 Resistance to Change

Resistance to change is refusal or reluctance depachange (planned
or unplanned). Planned change is intentional anal-geented,;

unplanned change is accidental or spontaneousstRese can be overt
or implicit, immediate or deferred. Overt and imnage resistance can
be in the form of complaints, work-to-rule or s&ikction and therefore

126



BUS831 MODULE 4

easier to recognise and handled. On the other hapticit and deferred
resistance is not easy to recognise as resistard®nge and, therefore,
more difficult to handle. It can be in the form iotreased tardiness,
absenteeism, errors at work, and reduced motivatimmmitment, etc.

Sources of resistance to change can be classified two namely;
individual and organisational sources.

" Individual Sources of Resistance to Change

Individual sources of resistance include fear & timknown, etc. The
whole effects of organisational change are, atdhset, difficult to
determine. Sometimes, certain unexpected effects msaur, and the
magnitude of projected effects may exceed initigdeetations. Change
may bring unpleasant outcomes for individual emeésyand the fear of
uncertainties may cause them to resist change.

0 Change that potentially affects the economic stafteamployees,
e.g. demotion or job loss, etc., threatens the riggcaf such
employees and invokes resistance to such changes.

o] Economic considerations may engender resistancehamge.
Employees invest in their work in order to enhatioar status
and incomes. And having risen over time, they anenh to resist
any change that will undermine the progress theye hhaade
mastering their work routines, or threaten thetomes.

o] Individual personality may make them inclined tgisé change.
For example, individuals who score low on self-estéhave the
tendency to see the negative aspects of changeitthdenefits
and would, therefore, tend to resist change thasethhat score
high on self-esteem.

o] Habit is a coping mechanism and is difficult todkeafter it has
been formed. It can become a source of resistditice proposed
change is against existing habits or if the indinadperceives that
the change may hurt his or her interests.

o] Individuals are unable to process all the piecesnfdrmation
that come their way, so they engage in selectivegpion, in
line with their already established interests. Fe@pnveniently
tend not to listen to or read what they do not egmath, and
misunderstand or forget any piece of informaticat tthoes not fit
into their preferred attitudes, values and habitsis can be a
source of resistance to change if the proposedgehdaes not fit
their perspective.

o] Some employees resist change because they vieshdmge as a
threat to their power or influence. Change thatl wiode an
individual's control of information or resourceso(sces of
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organisational power and influence) would be residty those
affected.

" Organisational Sources of Resistance to Change

There are several sources of resistance to changleei organisation

itself:

o] Organisations, as social systems, have interrelatedl
interdependent parts. Changes introduced in a gstlers cannot
be effective without affecting other parts of thestem. In other
words, even if a unit of the organisation (systevak to change,
it tends to be nullified by the rest of the orgauisn.

o] Organisations do go into contractual obligationsthwtheir
employees and labour unions, other organisatioogergment,
etc. These obligations legally restrict them fromurguing
contrary lines of action within the duration of Buabligations.
This can be a source of resistance to change.

o] Organisational cultures are like habits that affcdit to change.
Strong, inflexible organisational cultures do natvé enough
flexibility to respond to the need for organisaabchange. This
is especially the case because the culture has tals, which
makes it difficult to change.

o] Organisations have structure. Some are mechamsile others
are organic in nature. Mechanistic structures offefl defined
lines of authority, stability, continuity, and eétese functioning;
but its rigidness can also be a source of resistémchange by
resisting new ideas in favour of preserving thetustaquo.
Organic structures are more adaptable to orgaarsstchange.

o] Some organisations are desirous of change buttheckesources
required to implement the desired change. Someggsarequire
large amounts of financial, human and temporal uess to
implement. And though an organisation has idemtiflreeeded
changes, it may not be able to effect the chanfyéscannot
afford the resources needed to push the change.

3.3 Overcoming Resistance to Change

" Employees tend to accept change if they trust lamge agents.
So, change agents like CEOs, managers, supervietorsshould
endeavour to develop positive relationships witheirth
subordinates to improve trust and help reduce teegis to
change whenever the need arises.

. Involving employees in the change process will ease their
ownership of the change and reduce resistance to it
. Management can use coercion to overcome resistandeange.

Coercion tactics include queries, threats of loBgpromotion,
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demotions, transfers, pay cuts, negative performawvaluation,
etc.

. Organisation’s management can use manipulation eod
optation methods to overcome resistance to chavgeipulation
refers to methods of unscrupulously or cleverlyluafcing
people through deliberate falsehood, false threaithholding
information, etc. Co-optation can be describechascb-option of
key members of the resisters to major roles, nat tfeir
contributions but to cleverly influence them to pag the change
programme.

. Organisations need to educate and share ideastsithembers
on the rationale of the proposed change. Adequatend
communication with employees will enhance theirenstanding
of the change, prevent or clear misinformation amay help
convince the employees on the need for the chasspecially if
the interests of all the stakeholders are balanced.

" Studies show that organisations can reduce ressstinchange
by selecting people with the personality, mentailitgb and
attitudes that are amenable to change. People valre high
mental abilities, positive attitudes, openness tpeeence,
willingness to take risks, etc., tend to acceptngeamore than
those who do not. Organisation’s selecting procsksuld
therefore focus on selecting people with these inesl as
strategy to reduce resistance to organisationalgsha

3.4 Approaches to Managing Organisational Change
. Lewin’s Three-Step Model
Kurt Lewin opined that successful organisationahraye should have

three steps namely: unfreezing the status quo, mewe to desired
state, and refreezing the change to be permanent.

o] Unfreezing the status quo can happen in eitherhdet ways
namely:

" Decreasing the restraining forces that restrict enoent away
from the status quo

" Increasing the driving forces that encourage movenaavay
from the status quo,

" Combining both methods, i.e. decreasing the restrgiforces
and increasing the driving forces.

" Restraining forces are forces that discourage mewtnaway

from the status quo, and can be decreased by dhudili
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counselling - to hear and address employees spdedirs and
challenges.

" Driving forces are the forces that encourage movenasvay
from the status quo and can be increased by prayidi
organisational support such as incentives to sateutompliance
with the desired change(s).

Management can employ both approaches to dealsiiftresistance to
its change programmes.

o] After unfreezing the status quo, the next stepoismtake the
movement to the desired state — achieving the hciuange
desired. Quick implementation of change has beewsho be
more effective than a drawn-out one.

0 After achieving the desired change, the change imeisefrozen
by balancing the driving and balancing forces tonfaa new
equilibrium or a new status quo. This can be ddaesystematic
replacement of temporary forces with permanent ces$ by
reviewing the rules and regulations of the orgdmsato reflect
and support the new status quo or equilibrium.

. Kotter’'s Eight-Step Plan for Implementing Change

John Kotter improved on Lewin’s three-step modetimating details of
the three steps for better understanding by masa§égps 1 — 4 provide
details of unfreezing, step 5 — 7 provide detaflmmovement, while step
8 is unfreezing.

" Kotter’'s Eight steps are as follows (as presentedybRobbins
et al. 2013, p.593)

. Establish a sense of urgency by creating a comgeléason why
change is needed.

o Form a coalition with enough power to lead the gean

. Create a new vision to direct the change, and esjied for
achieving the vision.

o Communicate the vision throughout the organisation.

o Empower others to act on the vision by removingribes to
change and encouraging risk-taking and creativebleno-
solving.

o Plan for, create and reward short-term “wins” tmadbve the
organisation toward the new vision.

. Consolidate improvements, reassess changes, ande mak

necessary adjustments in the new programmes.
. Reinforce the changes by demonstrating the relstipnbetween
new behaviours and organisational success.
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. Action Research

Action research is a process of change that defrees the systematic
collection of data and selection of change actippniist best suit(s)
identified problems. It consists of five steps n§mdiagnosis, analysis,
feedback, action, and evaluation. The change agesiten a consultant
hired from outside the organisation.

o] Diagnosis: The change agent gathers informatiom fneembers
of the organisation regarding their problems, @mges and
necessary changes.

o] Analysis: The consultant then analyses the datbor(mation)
collected at stage one; to identify key problemd patterns that
exist, which he or she categorises.

o] Feedback: The change agent shares his or her tepa ene and
two with members of the organisation.

o] Action: The members, in conjunction with the chaagent, then
take action by developing and implementing plangsioer in the
expected change.

0 Evaluation: In this step, the effectiveness ofles and actions
so far taken are evaluated against the data cetledtiring step
one.

This approach offers the following advantages:

o Determines action plans based on identified problem

o Members participate in the entire process, whiatmates their
ownership of the change programme and reducedaesesto the
change.

= Organisational Development

Organisational development (OD) can be defined aagdllection of
planned change interventions, built on humanisticdcratic values,
that seeks to improve organisational effectiversass employee well-
being.” (Robbinst al. 2013, p.595).

OD emphasises on how employees view their envirommé&he
underlying values in majority of organisational depment method
are: treating people with respect and dignity; plimg a climate of
trust, openness, and support; removing emphaslsevatical authority
and control; confronting problems in an open manaed involving
people in the process of change that will affeetth
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3.5 Organisation Development Techniques
. Process Consultation

In this technique, a consultant is hired from algsio assist a manager
to better understand therganisation’s process events, such as
communication channels, work flow, informal relaiships, etc., and to
identify and deal with processes that need impra@rémrhe consultant

is not there to solve the organisations problentgdguide the manager
to solve his or her problems after they have diagdothe problem
together. The manager’s participation in the enprecess of process
consultation, enable him or her to develop thelskib analyse and
understand processes, and to find ways of improtiag.

" Survey Feedback

This technique involves the use of questionnawmesvaluate the attitude
of members of an organisation, identify and resahscrepancies in
members’ perceptions. The major participants ia #urvey are the unit
managers and their direct subordinates, who respompiestionnaires
items on their attitudes and perceptions on orgdioisal issues such as
job satisfaction, communication effectiveness, siearmaking
practices etc. questionnaire data are tabulatdu d@ta relating to each
employee’s unit and that of the entire organisatibme tabulated data
are distributed to employees as the basis for dson, identifying
problems, and solutions to the problems so ideuwtifi

. Appreciative Inquiry

Appreciate Inquiry is an organisational developregroach that seeks
to identify an organisation’s distinctive qualiti@sd strengths, which
can be built on to increase performance. The agproansists of four
steps namely; discovery, dreaming, design, and inyestThe
appreciative inquiry technique is often conductathiw a large group
gathering over a few days period.

The first step, discovery, is concerned with firgdout from employees
what the organisation’s strengths are. In step tiveaming, employees
visualise on the organisation’s future based op sige. In step three,
design, the employees agree on a common visioheobtganisation’s
future and its distinctive qualities. In the finatep, destiny, the
employees formulate actions plans and implememtasivategies on
how to achieve its dreams (destiny) for the orgatios.
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" Team Building

This organisational development intervention seels resolve
dysfunctional conflicts in an organisation by chiaigggroups’ attitudes,
stereotypes, and perceptions about other groupgayAof solving this
problem is for each group to meet and list its gptions of self, its
perceptions of other groups, and how it feels otireups perceive its
group. Each group shares its lists to other gr@aumusthe groups discuss
the lists to ascertain the similarities, differemcand cause(s) of their
differences. The groups can form subgroups comstitby the groups in
conflict to identify their differences and its cass and to proffer
solutions. The groups integrate to effect improvetmein their
relationships.

4.0 CONCLUSION

From our discussion in this unit, we saw that cleag imperative,
driven by factors such as the nature of the woddprtechnology,
economic shocks, competition, social trends, anddmoolitics. Some
changes are planned, while others are spontaneouacadental.
Generally, employees tend to resist change duedaodf the unknown
and other factors, but organisations have strageigieboth implement
change and overcome resistance, respectively.

5.0 SUMMARY

In this unit, we discussed the meaning of orgaimsat change, forces
of organisational change, resistance to changecomreng resistance to
change, approaches to managing organisational a@wveint, and
organisational development techniques.

6.0 TUTOR-MARKED ASSIGNMENT
Discuss the four main approaches to managing change
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