CHAPTER  1

           INTRODUCTION:

        What is organizational Behaviour?

Organizational behaviour is a distinct field of study about the behaviour of people in organizations. Organizational behaviour scholars systematically study individual, group and structural dynamics and characteristics that influence behaviour. What is meant by organizational behaviour being a distinct field of study is that scholars have been researching and accumulating a unique and separate body of knowledge about people’s behaviour in organizations, over a period of time. This body of knowledge is the foundation of this course whose objective is to help students understand the basic principles and approaches to organizational behaviour





              Organizational behaviour scholars generally agree that organization behaviour began to be recognized as a distinct field of study in the 1940s. There is also an acceptance that the origins of organization behaviour go back much further in time to as much as 3500 BC. For instance, the Greek Philosopher Plato described the essence of leadership, while another, Aristotle applied himself to the subject of persuasive communication. Much later, Niccolo Machiavelli, an Italian philosopher, writing in the sixteenth century did much to lay the foundation on the topic of organizational power and politics. In the nineteenth century, the acknowledged German Sociologist, Max Weber developed his model of rational legal organization (i.e. bureaucracy) and stimulated debate about charismatic and traditional leadership. The American management thinker Frederick W. Taylor introduced the concepts of systematic goal setting and rewards to motivate employees to increase productivity. In the 1920s and 1930s, Elton Mayo an Australian scholar, who spent most of his working life at Harvard University, founded the human relations movement. The research that he and his colleagues undertook over a period of years, famously known as the Hawthorne Experiments, at the Western Electric Company in Chicago, led to the discovery of the informal Organization. An informal organization refers to two or more people who interact outside the formal organization structure, primarily to meet their personal rather than the needs of the organization.

It is evident, therefore, that the field of organization behaviour has existed for a very long period of time. Initially, however, it was not codified and recognized as a distinctive and unique area of study until after the 1940s.  

Definition of Organization Behaviour

There are various related definitions of organization behaviour which have been advanced by different scholars. According to Luthan (1995), “Organization behaviour is directly concerned with the understanding, prediction and control of human behaviour in organizations,” Robbins (1998) goes much further by defining it as “a field of study that investigates the impact that individuals, groups and structures have on behaviour within the organization for the purpose of applying such knowledge towards improving an organization’s effectiveness.”

Therefore, Organization behaviour is perceived to be concerned with the study of behaviour of people within an organization setting. In other words, it is the study and application of knowledge about how people as individuals and groups behave and act in organizations. Mcshane and Von Glinow (2003) offer a much simplified definition by stating that, “ Organization behaviour is the study of what people think, feel and do in and around organizations.” This study involves systematically focusing on individual, team and structural dynamics and characteristics that influence and affect behaviour in organizations. Its main area of emphasis is on human behaviour as well as employees’ attitudes and values which contribute to the effectiveness of `an organization in achieving its objectives.

It is obvious from the foregoing that organization behaviour has three units of analysis, which are, the individual, the group and the organization. What is called the micro or narrower perspective to organization behaviour tends to concentrate on the first two units of analysis, i.e. the individual and the group. This mainly focuses on subjects, such as; personality, perception, employee differences, inter-personal conflict and relations, employee behaviour and attitudes and group dynamics. The macro or larger picture approach takes the organization as the primary unit of analysis by addressing issues of organization design and structure, organization culture, environment and change. Both these approaches however, are mainly founded upon the behavioral and social sciences, such as; psychology, sociology, economics, political science and anthropology. As a field of study, Organization behaviour makes extensive use of various social science theories and assumptions to explain, influence and predict the behaviour of people in organizational settings.

However, other scholars such as Mcshane and Von Glinow (2003) have divided the field of organizational behaviour into three levels of analysis, viz; the individual, the team and the organization. The individual level addresses issues, concerned with the behaviour and characteristics of workers, including the thought processes that are attributed to them. These individual characteristics are studied through subjects like motivation, perception, personality, values and attitudes, among others. The group or team perspective focuses on employee interaction, by concentrating on team dynamics, power, conflict management, decision–making, leadership and organizational politics. The organizational unit of analysis looks at how employees manage their working relationships and how organizations interact with their various environments. What is important to note is that, although these subjects may be allocated to a particular unit of analysis, they are all interrelated and permeate all the three levels of organizational analysis to give us a better and comprehensive understanding of organizational behaviour.  

The foundations of organization behaviour

The field of organization behaviour is underpinned by five basic pillars or foundations, which create the conceptual framework for studying and understanding organizations. These pillars have been identified by organization behaviour scholars and consist of the following;

a. Multi–disciplinary Nature
Organizational behaviour is a multi–disciplinary field which has borrowed extensively from other social science disciplines and to a limited extent, natural science ones. These social science disciplines are in two categories, namely; the traditional disciplines and emerging ones from which organization behaviour knowledge has developed. The following are the traditional disciplines which have enriched the field of organizational behaviour;

i) Psychology

This discipline has enhanced our knowledge and understanding of issues pertaining to individual and interpersonal behaviour. The specific aspects relevant to organizations behaviour have been categorized as perception, motivation, personality, job enrichment, leadership, performance appraisal and job stress.

ii) Sociology:

The field of sociology has enhanced our knowledge of organization socialization, group or team dynamics, organizational roles, organizational power, organizational communication and organizational structure.
iii) Anthropology:

Anthropology is the study of man, his origins, institutions, religious beliefs and social relationships. The discipline has contributed to our understanding of issues related to organizational rituals, organizational culture and cross – cultural dynamics. 

iv) Political Science

Political science has enriched our understanding of inter group conflict, organizational power and politics, decision–making, organizational environments, etc.

v) Economics

From economics, organization behaviour has benefited from a better understanding of decision – making, negotiation and organizational power.

vi) Industrial Engineering

Although this is not a social science discipline, its contribution to the field of organizational behaviour has been tremendous. Concepts such as job design, productivity and work measurement are extensively applied to organizations in an effort to improve performance and effective attainment of goals.

The newer or emerging disciplines that have also added to our knowledge of organization behaviour are communications, especially with reference to corporate culture, employee socialization; electronic mail. Knowledge management, has been defined as “any structured activity that improves an organizations capacity to acquire, share and use knowledge in ways that improve its survival and success” (Mcshane and Von Glinow, 2003).

The second discipline in this category is information systems which have improved our appreciation of group or team dynamics, decision – making and knowledge management. The third discipline is marketing whose major contribution has been in the areas of knowledge management, creativity and decision making. The final one is gender studies which has been instrumental to the appreciation of organizational power and the perceptual process.
It is obvious that some of the subjects overlap and are found in more than one field of study. This is mainly because social science disciplines are largely interrelated and borrow extensively from each other. 

b. Research Nature
Organizational behaviour relies heavily on scientific research methods to generate findings that lead to shared meanings of organizational practices, experiences and events. This reliance on scientific research methods of data gathering and interpretation is intended to minimize personal bias, subjectivity and distortions when studying organizational events and practices. This claim to objectivity underpins organizational behaviour as a scientific field of study, involving the formulation of research questions, systematic data collection and testing of hypothesis against the data in order to give meaning and coherence to organizational events.

c. Multiple–Levels of Analysis

One school of thought has two levels of analysis, namely; the micro and macro already described above. The narrower view tends to concentrate only on the individual and the team (group) as the primary units of analysis while the larger view uses the organization as a whole, as the main unit of analysis, in order to get a better understanding of organizational dynamics.

What is known as the multiple–levels of analysis divides the study of organization behaviour into three component parts; that is; the individual, the group/team and the organization. However, this does not mean that the three are distinct and water tight compartments, as they are closely related. For instance, at the individual level the behaviours and characteristics of employees are normally the main focus of study. These tend to concentrate primarily on employee motivation, personality, the perceptual process, attitudes and values. At the team level, the  way people interact in organizations is studied by focusing on conflict, team dynamics, power relationships, leadership and organizational politics; while the organizational level concentrates on organizational structure and how it relates to people and how organizations influence and are influenced by the environment in which they operate. However, the important thing to note is that the subjects under each level permeate and are related to all the three levels. For example, communications, information systems and gender are present and relevant at all the three levels, because they at the same time involve the individual, the team and the organization.   

b. Contingency Approach
The main thrust of the contingency approach in organization behaviour is “the idea that a particular action may have different consequences in different situations “(Tosi and Slocum, 1984). In layman’s terms, “it depends,” is a close relative to the contingency approach, which recognizes that there is no single or simple answer which can fit all situations. Likewise, organizational behaviour scholars argue that there is no single best answer to an organizational problem, because it all depends on the circumstances and conditions under which that organization is operating. Therefore, when faced with an organizational problem, the best way to solve it or even seize an opportunity, is to first of `all understand and diagnose the situation and then select the best or most appropriate strategy (ie; behaviour, personality, structure, etc)  which will work under those conditions.

For instance, there is no reason why a bureaucratic structure which may work well in a formalized environment like the civil service should be prescribed for a telecommunications company like Celtel, which is more customer oriented. Similarly, it may not be prudent to force an extroverted personality to work in a staid environment like a library. The prevailing circumstances should, therefore, dictate the structure or personality that is suitable to operate in a particular environment. In other words, the behaviour of people in the organization will depend on the interplay of various forces, mainly dependent on the personality, the group or team they belong to and the structure, including the surrounding environment.
e. Open Systems Approach
Organizational behaviour has adopted an open systems approach to the study of organizational events. The open systems approach is derived from the broader systems theory, which uses anatomical or biological metaphors to depict an organization as a living organism. In this analogy, the skeleton represents the structure, the muscles the jobs, the people are seen as its blood and internal organs (guts), the nervous system as communication or information pathways etc. These systems of the organization, as with the human body, overlap and interlink the various parts or subsystems to create the total organization.

The system approach derives its raison–d–etre from the contributions of various disciplines, such as cybernetics, engineering, biology and the natural sources. Although it has lost some of its meaning because of its all – embracing nature, it is still a useful tool for studying how organizations operate and interact with their environments and internal operating subsystems. A system in the broadest sense, is a set of interdependent elements which are all linked together by various integrating mechanisms. 

Organizations as systems have been studied in many ways. Some scholars have looked at the political and government systems. Others have regarded organizations as systems of decision – making, as socio – technical systems and as open systems interacting with the environment and linked at different levels by co-ordinating mechanisms.  As open systems, organizations derive their sustenance from the environment but they also affect the environment through their outputs, which may be in the form of goods and services. The relevance to organizational behaviour is that in today’s world, an organization’s survival and success may depend on how well employees sense environmental changes and alter their behaviour patterns to adapt to the emerging conditions. The opposite is the closed system, expounded by classical management theorists like Weber, Taylor, Fayol and their contemporaries, ideally has all the resources it needs for survival without relying on the external environment.

In reality however organizations can never be truly closed systems, although monopolies operating in very stable environments can afford to disregard customers’ preferences for very long periods without suffering very severe adverse consequences. Virtual monopolies like Zesco and Zamtel may be cited as examples in Zambia. The table below illustrates the open systems approach to the study of organizations.

                                                    EXTERNAL ENVIRONMENT


Feedback                                                            Feedback




           
            Feedback 




         Feedback
Organizations obtain from the external environment in the form of resources, such as human resources, financial resources, raw materials, information, equipment etc. the organization consists of various sub – systems which transform the inputs into outputs which are supplied to the environment. The outputs maybe in the form of tangible products and services charges in employee behaviour, increased profits or even loses. Since organizations are not closed systems they in turn receive feedback from the external environment about the worth of their outputs and the continued availability of various resources, which constitute the inputs. The open system, as a process is cyclical in nature and self sustaining in order for the organization to continue to exist and grow.

New Developments in Organizational Behaviour

Globalization and the accelerated pace of charge to remain competitive, has had an impact on the structures and operations of most organizations. This development has also affected the field of organization behaviour because the manner in which the work place was been transformed to keep pace with the changes. The major developments, which have impacted greatly on organization behaviour in recent years, are related to the following;

1. Globalization;

Globalization refers to a situation, “when an organization extends its activities to other parts of the world, actively participates in other markets and completes against organizations located in other countries…… Globalization ….. Connects and co – ordinates these geographically dispersed segments (of the organization, typically transnational) so that they serve global customers and complete against other global businesses. “(Mcshane and Von Glinow, 2003: 8).

Globalization has had an influence and effect on the field of organization behaviour because to remain competitive, organizations have in many cases been forced to restructure their operations and introduce new forms of communications to remain relevant in this turbulent environment. For instance, Land Lease, an American real estates company has its chairperson in Boston, its chief executive and chief financial officer are based in London, while its headquarters is in Sydney, Australia and most of its senior Management is Multinational, drawn from different parts of the world (Mcshane and Von Glinow; 2003, 8). Therefore to operate effectively, Land Lease’s management has had to develop and adopt innovative ways to communicate and share information.

In addition, even though globalization sometimes results in new career opportunities among employees because of expanded operations, the process of continuous change and organizational restructuring and consequent layoffs of staffs, in order to remain competitive and liable, often lead to increased stress among employees, which is of direct relevance to organization behaviour. Globalization has therefore become a contingency factor as it impacts and influences the field of organization behaviour.  

	Box 1. Globalization:

In the 1980s, most of Kraft Food’s Resources and sales were in the United States and it competed mainly against Nabisco, General Foods and other American Food Processors. The Chicago – based company has since swallowed up these domestic rivals. Today, Kraft is a $35 billion business that battles for global market share against Nestle, Unilever, Danone and Fonterra. These competitors are no longer across the street. They are located in Switzerland, United Kingdom, The Netherlands, France, and New Zealand, respectively.

Kraft employees have experienced the dramatic globalization of their organization and the environment in which it operates.

Source: Steven Mcshane and M.A. Von Glinow, 2003, p. 8) 


2. Workforce Diversity:

The workforce in most organizations, especially those with global reach has become multi-national and multi- cultural in recent years, mainly because of globalization. Even at national level, the increasing representation of minorities, people with disabilities and women in most organizations, due to equality and human right issues which have assumed centre – stage in most political systems have implications for organization behaviour. For instance, in most multi – national corporations, such as shop rite, MTN, copper mines, banks and manufacturing firms in Zambia, one will find nationals from such countries as South Africa, Namibia, India, China, Ghana, UK, including Zambia, working side – by – side, despite their various cultural and ethnic backgrounds. Workforce diversity has potential for cross – cultural conflict and misunderstandings the workplace. The understanding and resolution of such conflict situations of relevance to the field of organization behaviour.

3. New Employment Relationships

Before the advent of globalization, most employees worked in organizations, where secure and life – long employment was more or less guaranteed. But this is no longer the case. Most organizations today tend to value employees with relevant and up – to – date skills and competences instead of loyalty and length of tenure. If employees do not have the skills and competence required t make the organization remain competitive they face the increasing danger of layoff or retrenchment. The workforce therefore has to keep on improving its employment capabilities through regular training and up dating of its competences. This is potentially stressful to employees who have to keep on learning new skills to remain in employment.

Employment relationships have also been affected by the fact that, many employees, especially in the west do not even go to the office in order to work. They instead work from their own homes with computers connections to the office. This phenomenon is sometimes refereed to as telecommuting or 

tele-working, where employees are removed physically from their organizations work place, colleagues and clients, through the use of information technology. This has implications for organization behaviour, because organizations have to come up with new ways of managing employment relationships, which are not based on the traditional organization with its command and control systems of management. New ways of appraising and evaluating employees have to be found, employees have to manage themselves through self leadership and find ways of copying with the comeliness of working from home.

4. Information Technology

The explosion of information technology in recent years ha created a lot of opportunities to “connect people around the planet and allow small business in developing countries compete in global market place. ( ………………. Information technology is also shaking up traditional organization behaviour concepts within the organizations …………… This technology has given rise to virtual teams and has made it possible for knowledge workers to carry on their business from home “(Mcshane and Von Glinow 2003: 12 – 13)

As a result, information technology has challenged traditional management thinking about how employees should work and interact, how organizations are structured and how they relate to clients and stakeholders. Information technology has also made it possible to create network organizations which are linked together through the interact to produce through the internet to produce or provide a certain product or service to a client, without necessarily having any physical contract.

	Box 2. The benefits of Information Technology.

By day, Nana Fimpong is the official wood – carver for King Otumfwo Osei Tutu II in the royal Asante court of Ghana. But when he is not carrying stools for the King, Frimpong sells his wares over the internet. Demand from international buyers is so strong that he now employs a staff of 15 carvers. In this country of 19 million people and only 100, 000 telephones, Frimpong is somewhat of a celebrity and a role model for the country’s potential prosperity. “ There are a lot of Nana Frimpongs in Asante Nation,” says King Tutu. “ many can be helped through the internet.”

Source Mcshane and Von Glinow, (2003; p12)


5. Workplace Value and Ethics

Values are stable and enduring beliefs about what is good and bad or right and wrong in a variety of situations. They help people in evaluating and differing their pronties, preferences and desires, which ultimately influence their motivation and decision making. Ethics on the other hand refer to the study of moral principles and values that determine the extent to which certain actions and practices are correct or incorrect and whether certain out comes are good or bad.

Globalization, which has made many organizations multi-cultural has implications for workforce values and ethics, because as organizations become more cosmopolitan, differences in values and ethics also become pronounced and pose a serious challenge for the organizational cohesion and effectiveness. This is because employees may find that their personal values conflict with the organizational values which have a multi – cultural orientation; while organizations are faced with the challenge of aligning and integrating the values of a diverse workforce with those of the organization in order to remain competitive and viable as an entity. Corporate leaders are therefore always looking for ways and meaning of developing or encouraging ethical values, which are compatible with the achievement of organizational goals.

The ethical challenge is also quite significant, because what is right or wrong in the Asian or African context may be the opposite of the situation, for instance in the developed world where cultural values and ethics are much more liberal. Workplace values and ethics are therefore an emergency trend which has implications for organizational behaviour.

6. Customer expectations and preferences 

Increasingly the customer has a wide range of products and services to choose from. Generally speaking, the customer has become more discovering in the quality of goods and services provided by various organizations. As competition increases and a diversity of goods and services become available, customers will tend to support and give business to those organizations which provide or deliver high quality goods and services at affordable prices. Organizations which fail to meet these emerging customers expectations, which will face serious difficulties in their operations, which will pose a serious threat to their very existence. From those organizations which appear to be successful in meeting these expectations, face the challenge of continuously reconfiguring themselves in order to remain relevant and competitive. These developments have implications for the manner in which a particular organization is structured and manages its workforce in an ever changing and dynamic environment. 

Why study organization behaviour

Organizations are normally defined as groups or more than two people working together to achieve a purpose. Organizations are not necessarily physical entities or structures because there are some which are virtual or exist in cyberspace. But what is important to bear is mind is that organizations, first and foremost comprise people who interact with one another towards some definite or even indefinite or even indefinite purpose, using structured patterns of interaction so that whatever activity embarked upon is coordinated to achieve the desired objective.

Organizations have a defined or undefined purpose, because it is hard to imagine an organization operating without an aim or end in sight. Such an organization, if it existed at all would be just be a collection or “ mass of people wandering around aimlessly without any sense of direction” (Mcshane and Von Glinow, 2003: p 6). Therefore organizations, in whatever form they manifest themselves have some purpose though it may be ill – defined or misunderstood.

The important reason why we need to understand organizational behaviour is principally because most people work in or are associated with organizations in one way or another. Therefore, we need to understand, predict and influence the behaviours of people in organizations, where incidentally many of us spend our lives in. organizational behaviour knowledge helps us to address the “people issues” in organizations irrespective of their size, orientation and type.

a. The need to understand 

Organizational behaviour knowledge assists managers , workers, students and other interested parties to understand why and how organizational events occur. It also helps us make sense of the workplace, especially by understanding the behaviour of people who work there, and why they behave in a certain way.

b. The need to predict

Organizational behaviour knowledge helps in predicting and accurately anticipating future organizational events. In particular, it helps in forecasting what people in organizations will do and behave under various circumstances and situations. This knowledge facilitates and assists in coming up with intervention measures to direct and guide employees behaviour towards the ends desired by managers in order to effectively achieve organizational objectives.

c. The need to influence

Although, it is important to understand and predict how employees will behave in the workplace, it is also necessary to be able to influence organizational events. This is done by prescribing, after careful study, of the actions required to orient organizational behaviour so that it is aligned with the vision and goals of the organization.

For instance, we need to influence employees and make it possible for them to communicate more effectively with their colleagues, manage inter- personal conflict, build commitment to the organization’s objectives, become better leaders and decision makers and manage work place stress. In a nutshell, organizational behaviour knowledge can assist organizations realize their objectives by making the best use of their human resources which is the primary asset in the transformation of inputs. 

The Relationship between management and Organizational Behaviour

In simple terms, management can be defined as the application of three MS (money, man and materials) in a purposeful way to realize the objectives of the organization. However, a more detailed and inclusive definition regards management as a process used by managers to plan, organize, lead, co-ordinate and control the human, material and financial resources of an organization towards desired ends.

There is a significant relationship between organizational behaviour and management. Organizational behaviour is an applied discipline, comprising ideas from various social sciences and even natural sciences disciplines, which tries to help us understand, predict and influence organizational events. In doing this, it is also attempts to explain workplace behvaiour in terms of valid theories. Most of these theories address problems which managers face on a regular basis, like for example how to motivate staff to be more productive, build their commitment to the organization, perform their duties more effectively, how to reward workers for their performances, how to build more effective team work, how to integrate work activities more effectively and how to gain customer support and confidence in the goods or services provided by the organization. Many of the problems managers face on a daily basis are related to organizational behaviour. As a consequence, managers are usually on the lookout for theories and propositions which can help them interpret and understand organizational events and processes from a behavioural perspective. Therefore, whereas organizational behaviour is focused upon understanding and describing organizational events, management is more concerned with applying skills, such as problem solving, to addressing problems faced by organizations including those that arise from the behaviour of employees.

Management scholars have identified three basic components which comprise a managers’ job and these are;

i) A technical component, which relates to the efficient use of resources, as well as the application of technology to achieve objectives.

ii) A conceptual component concerned with the development of new systems and methods of operations.

iii) A human component concerned with employee welfare and relations.

It has been found that technical work occupies most of the time of first line supervisors. At middle management, there is increase in conceptual and human resources work, while the technical workload decreases. Top management spend most of the time on conceptual and human work. Kin addition to these roles, new perspectives on the manager’s job, have revealed that mangers perform seven basic tasks and these are;

a. Supervising (managing individual performance)

b. Teaching and training (instructing and coaching subordinates.)

c. Representation and advocacy (representing employees)

d.  Facilitate (managing group performance)

e. decision making (planning and allocating resources)

f. collaboration (coordinating inter – dependent terms)

g. scanning (monitoring the organizational environment)

Therefore, most of the roles and tasks of a manager are focused on resolving problems related to employees. As such, for most managers, an understanding of organizational behaviour is important for the following reasons;

i) Organizational behaviour theories and prepositions help in solving human related problems in the workplace.

ii) Knowledge of organizational behaviour assists managers to understand and appreciate new developments in this field.

iii) An understanding of behavioural theories and propositions helps managers to effectively evaluate any proposed solutions to behavioural issues and problems in the work place. This information assists in assessing how employees and organizations act in different situations.   

CHAPTER 2

1. PERCEPTION

We see through the perceptual process, which is influenced by our personality. Therefore , “ perception is the process of receiving information about and making sense of the world around us. It involves deciding which information to notice, how to categorize that information and how to interpret it within the framework of our existing knowledge” Mcshane and Von Glinow; 2003, p 64). The perceptual process refers to a situation where our senses receive stimuli from the environment, most of which is screened out, while the remainder are organized and interpreted on the basis of various information processing activities. The perceptions resulting from this process are the ones which influence people’s emotions and behaviour toward objects, people and events. (SF Cronshaw and R. G. Lord; 98 – 100).

The diagram below illustrates the perceptual process






The perceptual process begins with our five senses being bombarded by stimuli from the environment leading to a situation where some things noticed while others are ignored or screened out. This filtering of information received by the senses called selective attention, for instance a nurse working in an intensive care unit in a hospital may ignore the smell of strong disinfectants or the sound of her colleagues talking nearby. However, she will immediately notice a small flashing red light on a patients life support machine, because it implies that a patients life is in danger. She has  therefore ignored stimuli which is unimportant and paid attention to that which is vital to the survival of the patient.

Another example is that, a person may conclude that some one has a lozi accent if their encounter takes place in Lusaka. But if the two meet in Mongu, the accent may not be noticed because all the lozis in mongu have a similar accent. Instead, it is the accent of the outsider (mungakanguka) that will tend to be noticed by the lozis. The influences on selective attention depend on the size, intensity, motion, repetition and novelty of the target (Mcshane and Von Glinow: 2003, p 65). Therefore, the red light on the patient’s life support system receives attention because it is bright (intensity), flashing (motion) and a rare activity (novelty). For instance, we will tend to notice two people talking loudly in a library or church, because it is not normal for people to behave in that way in this type by environment.

According to perceptual process scholars, in addition to being dependant on the context and the object being perceived, selective attention is also influenced by the traits of the perceiver, because people tend to remember I information which is consistent with their values and altitudes. In some extreme cases, our senses and emotions ignore a lot of information, if it threatens their beliefs and values. This is called perceptual defense, which our senses use to protect our self esteem and maybe a coping mechanism to minimize the stress that would arise if unwelcome information was noticed by our senses. 

The narrow perception of selective attention maybe minimized by what is called 
Splatter vision, which refers to the process of perceiving everything as an entity instead of focusing on specific elements, in the perceptual environment. Splatter vision helps perceivers to see the whole picture and not to form hasty theories based on a narrow vision of reality. This is why drivers for instance arre constantly alert to any eventuality on the road, such as a child suddenly jumping on the road. Likewise, when selecting or investigating a crime, policemen normally avoid making quick theories about a case, without having conclusive proof and evidence, because this may cloud there judgment and close their minds to new evidence or unexpected information necessary to solving a case. In extensive cases it could even lead to a situation where the detectives manufacture evidence to fit their premature theories.

Splatter vision is therefore important especially to decision makers, because it ensures open mindedness which is necessary for making informed decisions. Managers should always work out and be prepared for the unexpected and resist forming early theories and judgment on scant information. Selective attention is synonymous with narrow – mindedness and limited vision.

Perceptual organization and interpretation is the  process whereby, after selecting stimuli from the environment the human mind simplifies and makes sense of them. This stage basically involves organizing the selected information into general categories and then interpreting it. Human beings use perceptual grouping to categorize people, objects and events into recognizable and manageable groupings, depending on their similar characteristics or even occupations. For example instead of seeing the University of Zambia as an amorphous crowd of students, we tend to break the down into manageable categories such as students in the Department of Political and Administrative studies. We may even narrow this down to students taking the organizational behaviour course. In the work place, this categorization will help in grouping employees into separate segments, such as accountants, engineers, machine operators clerical / administrative staff, etc.  

While this categories helps in making sense of the workplace, it may however, encourage narrow – mindedness and lack of motivation in employees, who will tend to see the organization as a static and stable environment, with routine and repetitive activities which take place in a predictable manner. Since they may not have a different and dynamic view of the workplace, this type of work will tend to have difficulties in adjusting to new information and situations.

The process of perceptual grouping is influenced by what are called mental models, which are the wider assumptions and beliefs we have of the environment around us. Mental models are personal theories and assumptions people use to guide their behaviours and perceptions of reality. These model which are established and reinforced through experience provide the screens through which people select, retain and use the information to interpret reality. In guiding our perceptions, mental models also act as a device to alert us to deviations from the norm.

For example all the students attending PA 35 lectures, have a mental model of the class. They have some assumptions and expectations about how students about how students come to class, arrange themselves in the lecture theatre, the way they ask questions or tease the lecturer, etc. from these assumptions and expectations students create a mental image of how a lecturer in progress looks like. From the model of the lecturer, they would immediately know of something unusual has happened, such as someone missing from class or a stranger being present in the lecture theatre.

The mental models therefore help the humans being make sense of the world but this categorization may make it difficult to view the environment in a different way. For instance professional staff such as lawyers, tend to see organizational problems in terms of legal solutions, accountants may see them in terms of accounting solutions, while human resource professionals may see the same problems in terms of lack of motivation and incentives to work. all of us have mentioned models based on our past experience of reality, which assists us in making sense of our environment including the workplace.

However, just like in the case of perceptual grouping, mental models make it very difficult for most people to interpret events and reality differently, because this will challenge and conflict with their already set convictions and beliefs. One way of breaking out of this situation is by always questioning our existing mental models and assumptions about our environment, and another may be working in a multi – cultural setting with people from diverse background and experiences, in order to broaden our view of the world we live in.  
THEORIES OF PERCEPTION   

1.1. SOCIAL IDENTITY THEORY

This is a theory that tries to explain self – perception and Social perception in terms of peoples’ unique characteristics. This is referred  to as personal identity, while membership of various social groupings is called social identity. Personal identity comprises the individual persons unique characteristic and experiences, which may include their physical appearance, personality traits and any special talents they might posses. It also includes any unusual  experiences and achievements, which distinguish the individual from other people and become personal characteristics which help the person identify himself or herself as being deferent . For instance, a person may see himself as being intelligent because of consistent high performance in tests and assignments or a dependable worker because of punctuality, honesty and high performance in the work place.

Social identity relates to peoples’ self – perceptions as members of different social groupings. For instance , an individual might have a self identity as a Zambian, a graduate of the University of Zambia, an elder in their church and an employees of Zambia Revenue Authority. This process categorization helps people locate themselves in the social world. Depending on the situation and circumstances, people will tend to adopt various degrees of personal and social identity. If your organizational behaviour class has good gender, age, occupational and multi – disciplinary representation, then you may have very little in terms of unique social characteristics to distinguish you from the rest of the class. In that event you may tend to identify your self in terms of personal characteristics, such as being the only person in class to have survived the road accident in which many people died or the only one in class to have traveled across the Sahara desert.

Conversely, if you are a public administration student in a class where the majority are psychology and social work students, then your social group (being a PA major) identity would define your self – perception more because this distinguishes from the rest of the students, rather than your personal characteristics. And as a persons’ distinct social identity the individual by that characteristic.

People generally like to have a positive image of themselves and as such they are more inclined to identify themselves with social groups that support their good self image. This phenomenon explains why people in high status jobs, such as engineers, medical doctors, scientists etc normally define themselves in terms of their profession while these in low status jobs such as mortuary attendants, garbage collectors, clerical workers, drivers etc, rarely do so. This also may explain why certain people are proud to mention their employer (such as Celtel, MTN, ZRRA etc) while others never mention where they work like leopards Hill cemetery, Kanjombe store, Abdul’s bakery etc.)

Social identity theory helps us to know we develop self – perceptions and how we perceive others. That is why people normally tend to have favourable impressions of their social groups and poor ones of others belonging to separate groups, particularly result, people have a tendency of having less positive and exaggerated and negative images of those who do not belong to their social group. This process makes it easier to understand and justify our social world, because it simplifies reality and makes it manageable. For instance, in a single organization, you will find that accountants, for example will have a poor impression of administrators and vice versa. People doing administrative work at the University, will tend to have a less positive image of lecturers and vice – versa.

However, this process of categorizing people in different social groupings and attributing to them similar but less favourable traits and behaviour normally leads to the practice of stereotyping people, even in organizational settings. 

1.2. STEREOTYPING

Stereotyping which results from the process of social identity is the practice of assigning traits, mostly, negative ones, to people belonging to different social categories and groupings rather than our own. These groupings may be on the basis of demography (diversity) and organizational setting. The process of stereotyping usually involves three stages and these are;

(i) Developing Social categories and assigning traits that are difficult to measure observe or conclusively prove such as the common stereotype that, Tonga people are polygamous. This is a very generalized assumption, which may not be applicable to all Tonga people. Students at a University may have a perception that professors are both intelligent and absent minded. Anyone who is a professor will tend to be stereotyped as being absent minded even though there might be no factual basis for such a belief, even if some of the traits and behaviour exhibited by professors and Tonga’s, in general, may conform to the stereotypal image. 

(ii) The second stage is the allocation of people to one or more social categories on the basis of easily observable characteristics about them, such as their age, sex, physical location, accent, appearance etc. these observable features enable us to allocate people to social groupings quickly and without any in-depth examination of their background or lifestyles. We may assume a person is Tong, if he is tall and huge, speaks with a slow and heavy accent, resides in Mazabuka and is buying bags of fertilizer.

(iii) The final process is the assigning of traits or characteristics linked to the social category of people identified as members of that group. For example, many Zambians assume that Tonga’s are polygamous, that Lozi men are very economic with their money or that Bembas are too free with property that does not belong to them. In a University setting, the assumptions may be that professors are absent – minded. Normally such stereotypes will be held until we get to know the objects of our wrong initial assumptions better.

The table below illustrates the stages in the stereotyping  process.

Stereotyping Process


Examples of stereotyping







One of the greatest concerns with stereotyping is that it normally leads to bias or prejudice, which refers to unfounded negative emotions towards people belonging to a stereotyped group. People or groups who are stereotyped do not however all have similar traits, for instance, though it may be correct in general terms to perceive Tonga’s as being polygamous, there are also a lot of exceptions to this because there are many Tonga’s who are not polygamous, as there are many Lozi men who are not stingy.

Prejudice against a stereotyped person or group can easily lead to various forms of harassment such as racial, sexual and ethic harassment based on incorrect perceptions. Stereotyping in organizational settings can lead to problems of stress and poor performance against workers or groups who are perceived to have negative traits. This will tend to influence employee performances appraisals, outcomes of interviews, promotions etc because these who are discriminated against, will never be given favourable ratings no matter how well they perform on the job because mangers or supervisors are already biased against them. Some of the common stereotypes against certain work occupations are things such as, “accountants are boring, trade unions are socialists or communists; women are poor mangers; lawyers are criminals, professors are absent minded; managers do not care about their employees’ welfare etc.” Although such perceptions may have some grain of truth, they should not however be applied wholesale to a particular group, because individuals in that group do not all behave according to the stereotype.

1.3. ATTRIBUTION THEORY

Stereotyping involves the assigning of negative traits, which are not based on fact to individuals and groups. Attribution theory, which helps people to interpret and make sense of the world around them, is the perceptual process of deciding whether observed behaviour or an event is mainly caused by external factors.

Internal factors originate from within a person such as an individual’s competence, skills or motivation. We may make an internal attribution if we believe that a worker performs badly on the job because he lacks the needed skills or motivation. External factors from the environment, such as lack of resources, lack of co operation from fellow workers or eve luck. We would make an external attribution if we think that the employee performs poorly due to lack of resources or logistics, such as transport.

The determination of whether behaviour is internally or externally caused is dependent on three factors:

a. Destructiveness:

This refers to how often an employee or individual behaves or acts in a particular manner in different situations. If the behaviour is abnormal in different settings then we are more likely to give it an external attribution but if it is normal in all settings, then we will give it an internal attribution.

b. Consensus:

If every employee who is faced with a similar problem or situation behaves or responds in a similar manner, we can say that the behaviour shows consensus. For instance, if all employees are late due to having taken the same route to the workplace, then we can attribute this behaviour to external causes such as traffic jams, vehicle breakdown or notes. But if 80 per cent out of the employees report on time and 20 percent do not even after taking the same route, then the causes of the latter ‘s late coming can be attributed to internal causes, such as laziness, lack of motivation, etc.

c. Consistency:

Employers or interested observers always look for consistency in an employees behaviour and actions. In other words, does the person respond the same way to various situations all the time? If an employees always reports for duty on time but comes late at one time, we can say that this behaviour has an external attribution, such as lack of transport. Box 3 below helps to further clarify the three factors involved in attribution.

	Box 3 ; Attribution factors.

If an employee makes poor quality production on a particular machine, we may believe that there is some thing wrong with the machine (external attribution), if the employees has produced high quality products on the same machine in the past (low consistency), the employee produces high quality goods on the other machine (high consensus) and other employees have recently experienced quality problems on the machine (high consensus).

Internal attribution would arise when the employee makes poor quality goods on the machine most of the time (high consensus), while other employees make good quality products on he same machine (low consensus) and the employee also makes poor quality products on other machines (low destructiveness).

Sources: H.H. Kelley, “ The processes of causal attributions in the American Psychologist 28 (19973) pp: 110 to 124 and JM Feldman, “Beyond Attribution Theory: Cognitive processes in performance Appraisal: in the journal of Applied Psychology 66(1981) pp. 125 – 138.


Attribution influences behaviours and even decisions in the workplace. For instance, co – workers and supervisors will tend to be unhappy or upset with someone if they feel that his absence or late coming for work is due to laziness or lack of interest in the job. But they are more likely to be understanding if they believe that your late coming is due t attending to a sick relative, traffic problems or any other conditions beyond the employee’s control.

1.3.1. ATTRIBUTION ERRORS

The common attributed errors are the following;

a. Fundamental Attributions Error. This is the tendency of attributing the behaviour of people to internal rather than external causes. For instance, if an worker reports late for work, supervisors or follow workers may conclude that the individual is first lazy instead of attributing such behaviour to external causes. This happens when there is limited information about the environment factors affecting employee’s behavior. The result could be disagreement over the degree to which an employee should be held responsible for their performance.

b. Self – serving Bias; this is the tendency to attribute individual’s successes to internal factors, like skill, intelligence and competence whereas failures are attributed to external causes beyond the employee’s control. In simple terms, human beings have a propensity to blame others for their failures but to take personal credit for success.

1.4. SELF  FULLING PROPHECY:

This refers to a situation where our expectations about someone cause that person to act or behaviour in a manner which is consistent with those expectations. For instance, if a supervisor feels that a new employee will not be able to perform the job according to expectations, such an attitude will tend to influence the supervisor’s behaviour towards that employee. As a result of this poor expectation or judgment of the employee, that employee is likely to fulfill the supervisors negative perception by performing badly, thereby proving the prophecy, although such a belief may have been erroneous.

Although positive self – fulfilling prophecy can be a valuable strategy for improving or enhancing employee performance, and job satisfaction, there is always a tendency by supervisors to make employees the victims of negative self – fulfilling prophecy.

1.5. PRIMACY EFFECT:

This is a perceptual error whereby an observer or supervisor will quickly form an opinion of an employee or person on the basis of the initial information they have received about that individual. For example, if we meet someone for the first time and that person smiles a lot, prefers direct eye contact, and talks loudly, we are more likely to have the impression that the person is friendly and outgoing, even though subsequent information proves that the individual is shy and introverted. The problem is that once the first band influence the supervisors’ behaviour towards the subordinate, even if this impression is late found to erroneous.

The primacy effect can be beneficial, especially if business organizations, for instance take measures to ensure that customers or clients have a positive first impression or experience when they visit the work premises.

1.6. RECENCY EFFECT

This is a perceptual error that happens when the most recent information about a subject dominates how we perceive them. In the world place it is the tendency to base judgments on performance on the subordinate employees’ most recent performances because it is the most easily recalled. It therefore has greater influence on our perception of someone and evaluation of their behaviour. The regency effect is common in performance appraisals where ideally, supervisors have to recall every subordinate’s performance standards over the past year. In reality however, the most recent performance activities tend to influence the appraisal of employees. 

Some employee’s tend to take advantage of this situation by saving their best performance until just before the performance appraisal, as a way of enhancing their chances of getting a favourable evaluation.

1.7. HALO ERROR

Halo error results from allowing the assessment of an employee on one prominent dimension or characteristic to spread to ratings of that employee  on other dimensions or characteristics. For instance, two employees may be producing goods and services to the required standards and quality. But if one of the employees has the habit of coming late for work, this characteristic alone will tend to dominate the evaluation and attract a lower rating than a similarly performing colleague , who is however always punctual. If a workmate does not complete the tasks he is given on time, thereby affecting the overall performance of the group, his colleagues will also tend to view his otherwise good characteristics in a negative fashion as well. That well colour their judgment and perception of that persons behaviour. Therefore, halo error distorts judgments and thus can result in poor corporate decision making.

1.8. PROJECT BIAS

Projection bias is a perceptual error whereby we believe that other people have similar beliefs and behaviours to ours. For instance, an employee who is eager for promotion may also believe that his colleagues in similar positions share his enthusiasm and motivations to perform better. Likewise, if an employee is not happy in an organization, he may start convincing himself that other employees are not also happy, even when this could be unture. If an employee is chronic absentee or usually drunk on duty, he may try to justify his behaviour by saying that “ everyone does it” and thereby projecting it on workmates.

1.9. MANAGING PERCEPTUAL ERRORS

In workplace environments, it is very important to ensure that perceptual biases and distortions are minimized so that the organization focuses on its primarily activities without major distribution arising from misunderstandings among employees or between employees and their supervisors. There are a number of ways of doing this; 

a. Diversifying the workforce

Diversifying the workforce by culture, ethnity, gender, age etc helps to eliminate some of the perceptual biases and distortion because people have more and better information on which they can base their judgments of other people and situations. One of the strategies that can also be used is what is called diversity awareness training which arms at sensitizing and discrimination against fellow employees. The emphasis is more on changing the attitudes of employees towards others who may be different from them.

b. Sensitivity to others

Sensitivity to others is also known as being empathetic, which is a person’s ability to put himself in the others position in order to understand and appreciate why that person behaves or acts in the way he does. As a result of such sensitivity, it may , make it easier for us to attribute the causes of someone’s poor performance or peculiar behaviour to external forces than to the persons internal traits, as a way of reducing attribution errors. 

c. Delaying making first impressions 

People in organizations should delay in forming impressions about others until they have all the information needed to make a fair judgment of another person’s performance or behaviour making quick impressions on the basis of limited information easily leads to stereotyping.

d. Comparing perceptions with other 

Perception errors can also be minimized by comparing our perception to those of others on similar objects. This process can help in appreciating different points of view which is useful in enhancing an individual’s understanding of a particular situation. If we know how other people perceive things our knowledge base will be broadened considerably, thereby making it more tolerance of behaviour or performance standards, which previously we could not tolerate.

CHAPTER 3

2. PERSONALITY IN ORGANIZATIONS

According to G. W. Allport, in his book : Pattern and Growth in Personality (1961), “ Personality is the dynamic Organization within the individual of those psychological as the relatively stable pattern of behaviours and consistent internal states that explain a persons behavioural tendencies (Mcshane and Von Glinow; 2003 84) according to this definition, personality has external and internal elements;

a. External Traits

The external elements are mainly the overt behaviour and actions that people rrely upon to identify one’s personality. For instance, we can see how confident an individual is by the way he carries himself, speaks to an audience or interacts with others. The external trait manifested as confidence will tell us something about the object of our observsation. In other words, it tells us whether someone is aggressive or not or is an introvert or extrovert.

For example, we have at one time or another seen how some tall and seemingly strong boys, instead of inspiring fear in the opponents, instead attract contempt because their exyternal demeanour appears weak, nervous and shy, implying that they lack aggressiveness. Lack of aggression is therefore an observable trait. Some men are very confident talking to woman while others are not and their shyness becomes an outward manifestation which is easily observable.

b. Internal Traits

These traits are internal to the individual and normally they relate to values, beliefs, feelings and generic characteristics that are referred from the observable behaviour of a person.

Personality therefore, explains behavioural tendencies as an individuals’ personality is influenced by both the situation and the internal personality traits. However, internal personality traits may be less obvious in conditions where social norms, reward systems, ethics etc inhibit certain behaviours. For example, talkative people will tend to main relative quietness in a place such as a library, a church or court by law where no talking rules are exploit and strictly enforced. In this scenario, situational conditions influence the behaviour of a person.

An individual ‘s personality is both inherited and shaped by the environment. Although our personality is partly inherited genetically from our parents, these genetic personality characteristics are in some ways changed by life experiences, such as accidents, bereavements, type of friendships, significant events in ones life, how we are treated by others and generally what we go through as we grow up.

2.1. PERSONALITY AND ORGANISATIONAL BEHAVIOUR

At one time organizational behaviour scholars explained and justified employees behaviour mainly in terms of personality traits. As a result, many organizations, especially in the west, administered personality tests on a regular basis to applicants or jobs. This approach changed, especially in the 1960s when various researchers generally discovered a very weak relationship between job performance and personality. The researcher generally experienced problems with measuring personality characteristics and concluded that the connection between performance and personality could only be established under narrowly defined conditions.

Consequently, many organizations ceased using personality tests because of concerns that tests could unfairly discriminate against minorities such as black people in the United State including other valuable and disadvantaged groups such as migrant workers, women, the old including people with disabilities. Because of their poor family and educational backgrounds as well as the unfriendly environment in which the lived, these disadvantaged people tended to perform badly in there tests compared to white `people. This sub – standard performance had the effect of re – enforcing the stereotype that such people were inherently inferior and less intelligent than whites. These unfounded beliefs created a lot of controversy, especially during the era when many blacks in America and Africa were fighting for their civil rights and independence from white colonial rule, respectively. Therefore the political climate became hostile for such tests which were largely abandoned by many organizations.

However, I n the last few decades, personality seems to have regained some of its lost credibility in organizational settings. This is because some scholars and studies reported that certain personality traits can be used to predict some work related behaviours, reactions to stressful situations and workplace emotions quite well under certain conditions. As a result a number of scholars reinstated the idea tha5t effective leaders have identifiable traits and that personality explained some of a persons positive and negative attitudes. They also discovered that personality characteristics tend to assist some people find the jobs and occupations that they are the best suited for. Although personality is to some extent still considered to be a relatively poor selection test for employees, many organizations have continued to use personality tests and assessment to hire employees or appraise their performance.

2.2. THE FIVE MAJOR PERSONALITY AIMENSIONS

From time immemorial but especially since the era of the Greek philosophers like Plato, management as well as psychology scholars, among others have attempted to come up with lists of various personality traits which influence and affect human behaviour. More than a hundred years ago, some experts on personality  tried to condense and catalogue the manageable number. They discovered thousands of personality traits which they placed into almost two hundred clusters. These clusters were further reduced into the five major personality dimensions, described below:

i) Conscientiousness:

Conscientiousness is concerned with the extent to which someone is careful, dependable and disciplined. This aspect also refers to the will to succeed or achieve some thing. On the other hand people with low conscientiousness are said to have a tendency to be disorganized, careless and irresponsible.

ii) Emotional Stability

Individuals with high emotional stability tend to be poised ( or sure of themselves) clam and secure with their lives while those with low emotional stability are usually tense and anxious, are depressed, indecisive and prone to unstable moods

iii) Openness to Experience

This refers to the extent to which an individual is sensitive, creative, flexible and curios about his surroundings. Those with low openness to experience normally tend to resist change, are closed to new ideas and fixed in their behaviour and ways of doing things. In other words they are comfortable with the status quo because that is how things have always been or how they have always performed certain tasks.

iv) Agreeableness

This dimension is concerned with the traits of being good natured, courteous, feeling and caring for others. Some scholars refer to it as  “friendly compliance” while the opposite is called “ hostile  non – compliance” . people who are rated lowly on agreeableness have the tendency of being short – tempered, irritable and un - cooperative

v) Extroversion

Extroversion is characteristic of people who are generally outgoing, sociable, talkative and assertive. The opposite called introversion is associated with individuals who quiet, shy and cautious in their ways or behaviour. However, this does not necessarily imply that introverts lack social skills, but rather that they are more inclinded to direct their interests to ideas than to socializing. As a result, introverts tend to feel comfortable to be alone  (i.e. they are more inclined to enjoy their own company) while extroverts do not because they usually want to be in the company of others and find it difficult to be alone for an extended period of time. If you are an introvert, you may find an extrovert to be triesome and intrusive because they want to impose their ideas or friendship on you.

Extroverts will usually have active social lives, enjoy crowds and are more attracted to adventure and excitement. Introverts, on the other hand, have a tendency of avoiding too much external stimulation in preference fore internally oriented contemptive activities, such as reading. Introverts, on the whole, try to avoid many of the socially stimulating activities which extroverts find attractive, because they are more sensitive to their personal feelings and what is going on their minds.

Studies have revealed that all individuals exist on an introversion – extroversion continues because people  generally experience both types of needs at different periods, with varying degrees of intensity depending on the situation they are faced with. Some organizations in particular those involved in sales and marketing try to determine a job applicants extent of extroversion before living them, because it is believed that this dimension has a bearing on success in disposing of products or producing services.

Some research findings have suggested that introverts tend to have longer tenure in jobs and fewer unexcused absences than do extroverts. Such people also are more likely to perform better in situations with fewer external stimulations often causes the introverts performance to quickly drop. when extroverts are faced with dull or meaningless jobs they are very likely to engage in anti – social behaviour which undermines co – worker’s productivity or performance. Managers therefore, have a duty to watch out for the effects of these dimensions as they match employees with job characteristics.   

2.2.1. HOW THE FIVE PERSONALITY DIMENSIONS AFFECT WORK RELATED BEHAVIOUR AND JOB PERFOMANCES

Some studies have reveled that the five personality dimensions outlined above affect workplace behaviour and job performances, as follows:

a. people with high emotional stability tend to work better than others in stressful jobs or occupations,

b. Employees with high agreeableness usually handle customer relations and conflict – based situations better.

c. Conscientiousness tend to be taken as the most valuable personality trait for predicting job performance in almost every job category. This is because conscientious employees set higher personal standards and goals for themselves and have higher performances expectations than do employees with low conscientiousness. Higher conscientiousness employees will often have higher levels of organizational citizenship (belongingness) and are more adoptable to empowerment (i.e. participation in decision making) than to traditional command and control organizational structures. Employees with high levels of conscientiousness, agreeableness and emotional stability also tend to provide better customer relations or service.  

2.3. OTHRER PERSONALITY TRAITS

Scholars have identified other personality traits outside of the five personality dimensions already discussed above and these are as follows;

2.3.1. The Machiavellian Personality 

2.3.2. The Machiavellian Personality is the type of person who believes in maxim, “ the end justifies the mean”,. These are individuals who will do almost anything to achieve their personal objectives. Employees with this type of personality will try to manipulate others in order to influence them to think like them. Employees who feel that they are better at giving directives or orders than their superiors tend to have a Machiavellian Personality.

High Machiavellians as they are sometimes called are usually cool, interpersonally amoral, highly rational and happy to manipulate others. If they Machiavellian perceives a situation to be ambiguous with very few rules and guidelines to govern behaviour, then he will be very aggressive in asserting his high mach. Tendencies, because he thrives in conditions of confusion and weak corporate leadership. But if the situation is highly structured with a lot of checks and balances on behaviour, then this personality  type will tend to avoid manipulating others. However, in the majority of cases Machiavellian manipulations are normally attempted at the top of the hierarchy where power and influence is rather than at the bottom of the ladder.

Some psychologists have argued that the Watergate break in and resulting cover – up attempts by President Nixon’s administration officials in the 1970s in the United States is a good example of this personality dimension. President Nixon and his officials felt that few rules governed their political interest. They therefore attempted to hide their guilt behind the screen of “ executive priviledge” so that the American people could not have access to information on the illegal criminal activities of the President and his senior aides. They shamelessly manipulated and corrupted a lot of people including the government system itself to protect the image and advance the interests of the president Nixon and themselves and not those of the American people and system of government. Eventually they were found out and president Nixon was subsequently impeached and many of the officials involved were convicted of various criminal offences.

	Box 4: Machiavelli’s thoughts on the choice ministers.

The choosing of ministers is a mater of no little importance for a prince; and their worth depends on the sagacity of the prince himself. The fist opinion that is is formed of a rulers’ intelligence is based on the quality of the men he has around him. When they are competent and loyal, he can always be considered wise, because he has been able to recognize their competence and keep them loyal. But when they are otherwise, the prince is always open to adverse criticism; because his mistake has been in the choice of his mistake.

But as for how a prince can asses his minister, here is an infallible guide: when you see a minister thinking more of himself than of you and seeking his own profit in everything he does, such a one will never be a good minister, you will never be able to trust him. This is because a man entrusted with the task of government should never think of himself but of the prince and should never concern himself with any thing except the princes’ affairs. To keep his minister up to the mark, the prince on his side, should be considerate towards him, should pay him honour, enrich him, put him in his debt, share with him both honours and responsibilities. Thus, the minister will see how dependent he is on the prince, and then having riches and honour to the point of surfeit, he will desrve no more; holding so many offices, he cannot but fear changes. When, therefore, relations between the price and their minister are of this kind, they can have confidence in each other; when they are otherwise the result is always discistrous for both.

Niccolo Machiavelli, the Prince; excerpted from Charles B. Hard, University Organisations, (1980, Penguin, Harmondsworth) p. 223.   


2.3.3. Locus of control

Locus of control refers to a generalized belief about the extent of control people have pver their own lives. people who believe that they are in charge of their own destiny are said to have an internal locus of control. But those who think that events in their life are mainly due to luck, fate or God, have an external locus control. Whatever they do or do not do is the will of God is the ruling sentiments of such people. Externalizers as they are sometimes called however, believe that they control many specific events in their lives, such as opening a door or serving a customer. But they have a generalized belief that outside focus guide their fate in life. This belief is particularly obvious in new situations in which a person’s control over events is uncertain.

The relevance to organizational behaviour is that people are said to perform better in most works situations when they have a moderately strong internal locus of control. Such people tend to be more successful in their 3eemployment careers and earn more money than the externalizes. Internalizes because of their strong self – belief are usually better suited to leadership positions and others jobs requiring initiative, independent action, complex thinking and high motivation. 

Internalizers are also said to be more satisfied with their jobs, cope bettering stressful situations and are more motivated by performances –based reward systems. 

Box 5 below is an example to illustrate the differences between externalizers and internalizers.

	Box 5.

Peter has worked hard to improve his job skills through personal study. He hopes to use his knowledge of computer programming to solve several data management problems in his department which processes cargo manifests (documents) for a major European shipping company. The company generally encourages personal development in job related areas and it has a history of promoting employees who demonstrate this kindof personal enterprise. Peter belives that he can obtain a promotion if his performance improves through the resolution of the programming problem.

James works in Peter’s office and is highly skilled in the tasks associated with processing ship manifests, but has not pursued outside personal development opportunities. He can often be overheard saying, “ it  doesn’t matter how hard you work, management promotes those who happen to be in the right place at the right time.” As a result of this personal philosophy, James sees his job in narrow terms and takes a dim views of, “ doing all that extra work for promotion that will never come”.

Psychologist would say that the different between Peter and James is that the former has an internal locus of control while the latter has an external locus of control. 

Adapted from, Edinburgh Business School, organizational Behaviour  module 1, (2002) p. 12


Locus of control is not positive or negative. It is neutral relative to the outcome because it simply refers to the strength of one’s belief that individual action will or will not result in certain outcomes, whether positive or negative. The locus of control concepts is a very important component of personality, such that, if a person begins to doubt his beliefs about cause and effect relationships in life, he can experiences a variety of consequences associated with lowered self – esteem leading to depression, anxiety, guilt and feelings of helplessness. He may begin to think that, “ who am I, I am nothing”.

The relevance to organizational behaviour is that people with internal locus of control tend to be attracted to work situations where there are opportunities for personal advancement and achievement. They are more motivated and better performers, especially if they believe that performance in the organization is skill based and not due primarily to luck. Like Peter in the example given above, internalizers will search for relevant information and new knowledge before deciding on a course of action, which will lead to the outcomes they value. 

Locus of control affects the emotional stability of employees especially after experiencing traumaticevents. Externalizers are more likely to have adverse emotional reactions to fellow employees, particularly supervisors who place a lot of performances related pressure on them. Internalizers are more trusing, stable and readily dismiss job failure because they have the capacity to learn correct their mistakes. Additionally, they prefer managers who allow them the participate in decision making and are amenable to organization attempts to influence their thinking and behaviour. As a result, they are more loyal to the organization than externalizers. 

2.3.4. Self monitoring

Self monitoring generally refers to a person’s level of sensitivity and ability to adapt to situational cues or signs. There are two categories of personality dimensions in this situation; high self – monitors and low self – monitors. High self – monitors easily adjust their behaviour depending on prevailing circumstances which reduces their stability in other underlying personality traits. Low self – monitors, on the other hand, are open and more likely to reveal their emotions and personal characteristic. This makes it easier to predict their behaviour from one context to another.

The self monitoring personality trait has been identified qaps being a significant factor in many organizational activities. Employees who are self – monitors are more likely to be good at talking and make better organizational leaders because they are more adaptable. They also tend to perform better in boundary – spanning positions (in which they network with employees  in different other department pr organizations). As a result, they are more likely to be promoted within the organization and to find better jobs elsewhere if they leave their current employer. 

2.3.5. Social Acquired needs

Some experts in organizational behaviour do recognize that the environment plays an important role in personality development. This recognition has been translated into the concept of socially acquired needs, which may be defined as needs that are learned through personal contact with the environment. The three major needs identified in the organizational context are; need for achievement, need for affiliation and need for power.

a. Need for Achievement

This a learned need whereby people want to achieve reasonably challenging goals through their own efforts. Such personality types want to be successful in competitive situations and desire feedback regarding their performance or success, which straight forward and not ambiguous. The qualities which determine the individual with need for achievement have been categorized as flows;

a. Taking moderate risks by pursuing objectives which may be difficult but not impossible to achieve,

i. Timely feedback regarding performance and achievement of objectives,

ii. Finding task activities and achievements to be intrinsically rewarding regardless of the available financial or economic rewards,

iii. Defining work in terms of achieving success instead of voiding failure,

iv. Being totally absorbed by the task until it is completed or accomplished.

The need for achievement is important in the work environment. Research has revealed that students who have high need for achievement usually perform better than those with smaller ability but lower need for achievement. Such effects have also been observed in studies of employee behaviuors. When workers with high need of achievement find their tasks to be dull and monotonous, they tend to lower their performance because they do not thrive in such an environment. Like wise, if they do not receive timely performance feedback, they will also lower their effort on the job, since they assume that their efforts are not appreciated.

High need for achievement is more relevant when the work situation stress three issues; employee’s abilities, quality performance Feedback and stimulating or innovative work activities. On the whole, need for achievement is directly related to the desire to become a successful entrepreneur. People with high need for achievement are more likely to start their own business, because they set challenging goals for themselves and thrive in competitive situations. The achievement oriented worker who does not feel challenged by his job will usually feel that the employer does not value nor appreciate his efforts and ideas. When such employees champion innovative ideas but are ignored by senior by senior management, they tend to become frustrated and disgruntled. This might sometimes force them to leave employment.

Organizations interested in applying motivational concepts derived from knowledge of need for achievement, can find practical applications of need for achievement as follows;

1. it can be used as a basis for screening applicants for jobs, especially in organizations which are performance or achievement oriented. 

2. it can assist in designing jobs with objectives which are relatively challenging,

3. it can help in designing rewards and feedback systems which are closely related to performance behaviours in order to create an achievement oriented organizational climate or mentally.

4. it can be used as a basis for rewarding employees who are creative and innovative, as new ideas are the movers of organizations especially in dynamic environments.

5. Need for Affiliation

Need for affiliation refers to the desire to have and to maintain a strong social support system as well as to give and receive affection. The following characteristics help to clarify this need;

i. the propensity to react positively to work situations and experiences which enhance social involvement, belongingness and morale,

ii. ensuring that work group members are included in all events which could affect the morale and consenous of the group

iii. solving all confronting interpersonal conflicts which threaten the togetherness, or belongingness of members in a group,

iv. putting emphasis on social rewards such as recognition, praise and public acclaim,

v. reacting positively to social rewards that are made contingent pr excellent performance.

It is important for organization managers to endeavour to motivate employees with a high need for affiliation. The following are some of the words that can be used to ensure better performance from employees, firstly, managers should act as arttributors of work group conflicts as this will help in bringing harmony to groups; secondly mangers need to evaluate the social needs of a job and their match employees with high need for affiliation to such jobs; thirdly, mangers should be actually involved in community affairs which have a relationship to their work interest; fourthly, managers need to develop and implement as many of types of social rewards as possible in the organization. But while doing this they must also ensure that these rewards are dependent on high performance and fifthly, managers should realies that a supervisor with high needs for affilation does not incorrectly emphasize social harmony over producitivity, otherwise the organization will fail to realize it objectives.    

6. Need for power

Need for power refers to a situation where behaviours in an organization are directed towards influencing other employees and looking for opportunities to gain influence and control over a work situation. Need for power has opposite sides. Firstly, employees with personalized need for power are those who try to dominate or control others because they are more confident when they intimidate others into compliance. Having differences, with such a person, particularly if they have position power in the organization can be an unpleasant experience, because it could easily lead to job loss for unfortunate employees.

Organizations generally view individuals with a strong need for power as being an unproductive because, they tend to reject job responsibilities in preference for personal power concerns, they normally create poor relations  with subordinates who become streeful and fearful at work, such people are not well adjusted to work and may often resort to drugs and alcohol to enable them to cope with work related stress, and they have a tendency to ignore own inadequacies and project these on co – workers or subordinates, thereby eroding the work place and climate even further.

Secondly, they observe or positive dimension to the need for power is called socialized need for power, whereby the person with this kind of power tries to achieve his personal goals by raising the self – respect and self – esteem of fellow workers and subordinate. If such a personality is in management, he will tend to obtain higher levels of performance form subordinates by demonstrating his confidences in their abilities. This is an important motivational tool as it expresses the belief that every employee is an expert at his job. The manager with socialized need for power therefore, implies by his actions that the best form of employee is self – control and self respect iin each individual. 

Some of the techniques that are used to mange employees with the need for power are the following,

i. Ensuring that workers who demonstrate a socialized need for power are selected and even promoted over those who have a tendency towards personaloized power,

ii. Ensuring that positions requiring socialized power are given a high profile in the organization, 

iii. Managers and supervisors with socilazed power should be given responsibility over groups where performance and morale are low in order to motivate them, ,mainly through social rewards such as recognition, praise and positive feedback,

iv. Managers with socialized power will normally work through people than just concentrating on tasks. As such, they should be given the authority to delegate to those subordinates who have the ability and confidence to assume leadership positions.

v. Ensuring that career progression for managers with socialized power are assumed, because if they are frustrated in their jobs, they may resort to satisfying their need for power through means that are detrimented to organizational effectiveness, such as inciting subordinates against top management. Because of their sociability, such people will usually have a power base in the organization and hence it 

vi. is important for top leadership in the organization to keep them on their side.

Some studies have reported that the socialized need rather than high need for power, is an important socially acquired need for predicting managerial success.  This is because  individuals with the need are willing to deal with the political and social aspects of organizational life. The absence of this characteristics in the person with a high need for achievement may in some instances lead to managerial weakness. The manager with a high need for achievement prefers to make mistakes or complete a task himself instead of delegating to a subordinate. As a result the task orientation of a manager with a strong need for achievement will tend to prevent him from being a good manager of people.

This weakness in people with high need for achievement usually manifests  itself  in  a business  established by the enterprenuers. At some point, he will reach a situation where he is no longer able to control all the details and devisions in the enterprise. Rather than delegating to those with the competence to handle certain job related activities, he will try to centralize decision making by making it his responsibility alone. As decisions become more complex, his time will become more fragmented as he tries to find solutions but ultimately he will become less and less productive. In the fiinal analysis he may even end up valunable who may share his strong and personalized leadership style.

2.3.6. Type A and Type B Behaviour patterns

The Type A behaviour pattern refers to people who are very competitive, aggressive, demanding and hard driving and regard time as being of the essence. As individuals, they tend to be impatient, irritable, talk rapidly, interrupt others in the middle of a conversation and always look busy. People with a Type B behaviour orientation are less aggressive and less concerned about keeping time in whatever they do. Instead, they have a more relaxed approach to life and generally mild mannered.

Type B personalities may well be as ambitious as the Type A counterparts, but the former are more casual and less systematic than the latter. The important distinction between the two is that Type B people are less likely to experience job stress and its psychological symptoms, such as high blood pressure than Type A personalities who are more intense in whatever they do.

In terms of performance on the job, Type A people usually have a faster work rate than Type B people because they are workaholics who rarely rest. Type A personalities are also more likely to do very challenging tasks, have higher sefl – motivation and therefore are more effective in jobs involving time pressure and meeting tight deadlines. However, Type A personalities are not as effective as Type B people in jobs where patience., co- operation and thoughtful decision is a necessity. This is because of their aggressive and irritable nature, which frequently translates into very poor interpersonal and communication skills. 

The table below summarizes the difference between the two types of behaviour patterns.

	Type A Behaviour Pattern
	Type B Behaviour Pattern

	. Tends to talk rapidly 

. Devoted to work

. Highly competitive

. Struggles to perform and accomplish many tasks 

. Has strong sense of time keeping

. Easily losses temper

. Constantly interrupts others conversations 
	. Deals with issues patiently 

. less competitive

. Carefully contemplates issues before action,

. Has low time consciousness 

. Does not feel guilty about relaxing

. Has relaxed approach to life

. Works at a steady pace

. Not easily angered by others


CHAPTER 4

3. VALUES AND ATTITUDES

3.1. VALUES

According to Stephen Mcshane and Mary Ann Von Glinow, (2003, p. 14), values represent stable, long – lasting beliefs about what is important in a variety of situations values are also evaluative standards that helps people decide what’s right or wrong and good or bad in the world or particular social environment. Values therefore, dictate and determine peoples’ priorities, preferences and desires and ultimately influence their motivation and decisions in a variety of contexts. 

Values can be considered from different perspectives and dimensions. There are cultural values, personal values and organizational values. Cultural values are normally the dominant prescriptions of a society about what is good or bad and right or wrong in a particular social context. These are also heavily influenced by religious, philosophical and political ideologies in place. Personal values incorporate cultural values including those socialized by parents, other family members, friends and life’s experiences. 

Organizational values, sometimes referred to as organizational culture are the beliefs which are widely and deeply shared by people within organizations. They guide and even prescribe the way employees should think about and act on problems, issues and even opportunities that present themselves. 

3.1.1. Importance of values

There are three major reasons why values are important to Organizational behaviour, and these are;

i. Gobalization

As organizations have increasingly expanded and encroached upon other cultures, differences in values have become more and more pronounced. These differences have led to personal employee and organizational challenges. At personal level, employees have in many cases realized that their personal values clash with organizational and cross – cultural values. For instance Americans, and Europeans tend to be informal in their work and interpersonal relations while African and Asians are more formal and conservative, Western Society tolerates gays while most third world cultures and Societies find the practice aboninables and reprehensible.

Therefore, organizational leadership in this multi – cultural mix have the challenge of finding ways to integrate people with diverse cultural value systems.  

ii. Outdated Command and Control Systems of Management

The traditional and hierarchical command and control systems of supervision have increasing become expensive and incompatible with the values of many of today’s independently minded workforce especially in the developed west. Therefore, organizational values are important because in these changing workforce relationships, they represent a less intrusive but potentially effective way of controlling and channeling employee behaviour towards the desired ends. Corporate culture is a powerful tool of social control which can be used to guide employee behaviour and decisions in a manner that is consistent with organizational success and survival.

iii. Ethical Concerns 

Many societies across the globe, have in recent years exerted a lot of pressure on organizations to engage in ethical parties when conducting business. For instance, practices such as dumping toxic waste, corruption, selling substandard or expired products are no longer tolerated but condemned and frowned upon in most societies. Ethical values and concerns have therefore forced corporate leaders to engage in business activities that do not cause harm to people and the environment.  

Values do not just represent what people want, they also dictate what they aught to do to fulfill needs or achieve certain objectives. Therefore, values dictate peoples’ priorities, preferences and actions. In the organizational context , values influences employees’ behaviours and motivation. Values at whatever level, individual, societal or organizational manifest themselves in two forms, terminal and instrumental values. Terminal values refer to the desirable forms of existence that people try to achieve. In this respect most people desire to live a comfortable life, which is full of wisdom, beauty and equality, despite people’s personal attributes or ethic and cultural differences. Terminal values therefore, refer to those aspects which ideally would make lives meaning ful and worthwhile.

On the other hand, instrumental values represent the desired forms of behaviour that help people achieve their terminal values. Some scholars have categorized instrumental values as the characteristics of being courageous, ambitious, moral, polite, self – controlled and logical. Behaviour science scholars usually focus their attention on instrumental values mainly because they are responsible for shopping behaviour, and closely associated with the achievement of organizational objectives. 

Scholars have also identified espoused and enacted values. Espoused values refer to values people want others to believe they have or abide by in their lives. individuals, including organizations, professional groups and societies may publicly state that they value the environment, equality, gender balance etc whether or not they actually value these things in reality. Since values are socially desirable people and organizations try to create a positive public image by claiming to believe in values that other people expect them to abide by. Enacted values, on the other hand are the values that are actually in use and these may be spelled out in writing, for instance to guide employee behaviour. These are the acted values that most people rely upon to guide them in their decisions and actions.   

3.2. Aligning Values

Box 6 below is an illustration of the importance of aligning personal values with organizational values.

	Box 6: Important of aligning Values

A few years ago a Copenhagen Business School professor held a workshop on workplace values with senior executives at a large European based multi – national manufacturing company. Working in terms, these senior managers developed a list of their five most important personal values. Later in the day, the terms also developed a list of enacted (not espoused values of their company. The list of company values differed significantly with the lists of personal valued. The personal values listed include honesty, love, beauty, peace of mind and happiness whereas the listed company values included success, efficiency, power, competitiveness and productivity. After an embarrassed silence, the chief executive officer announced that since two sets of values differed significantly, he was considering resigning because he had actively constructed a monster; a corporate Frankenstein.

The CEO did not resign but the exercise helped him and his executives to become more aware of the importance of aligning personal and organizational values. Without alignment, employees may make decisions that conflict with organizational goals, which is likely to make them experience higher levels of stress and staff turnover, unfortunately, misalignments seem to be common as the European manufacturing firm realized.

Abstracted from Stephen L. Mcshane and Mary Ann Von Glinow (2003; pp 99 – 100) 


A study by Chatterjee and Pearson (1999: pp. 147 – 153) reaveled that 76 per cent of managers surveyed in Europe believed that a conflict of interest existed between their own ethical values and those of the company while another reported that managers saw significant differences between their personal values and organizational values. The aligment of values between organiisational and the wider society is also equally important. If this is not attended to organizations called experience conflict with the society in which it operates. The result will be difficulties in attracting and retaining talented employees in the vent of a clash between personal and organizational values.

However in economically poor countries such as Zambia, where job choices and opportunities are limited, it is quite common to find people working, for instance for a condom distributor when their personal values are against condom use and in favour of abstinence as the best solution to the spread of HIV/AIDS. Similarly an individual’s personal values may be against the use of bribery as a  strategy for getting lucrative business contracts. But the employee might be forced to continue working for such an organization where engaging in corrupt practices to advance business interest is encourage. If he objects, he may himself back on the street without a job.

3.2.1. Differences in Cultural Values.

There are considerable cultural differences in values across cultures. Some studies have found that Asian societies, for instance value group consensus in decision making, while in western society there is a high degree of individualism, as people believe that a leader should take responsibility for making decisions. Meeting in Africa may not take place on time including appointments and Africans in general do not find anything terribly wrong with this. But someone from Europe or America will not tolerate poor time keeping. 

In countries such as Bangladesh, Nigeria and even Zambia, corruption may be tolerated whereas elsewhere in developed countries, this is considered unethical and a criminal offence. In some societies corrupt officials are held up as role models while in others they are uillified and demonized. In Zambia the culture of “ nichekeleko” (i.e. give me a cut) appears to have become institutionalized and an accepted way of life.

It therefore necessary to understand and appreciate cross- cultured differences in order to avoid unwarranted conflicts and tensions between people from different cultures or nationalities. Such an awareness is particularly cardinal as many organizations develop global operations while information technology increases the frequency of communication across cultures.

Five values have received a lot of attention among behavioural sensitist. This is because they appear to account for the manner in which people act and think in various cultures and these are as follows;

i. Individualism versus collection

This dimension is concerned with he degree to which people value individual rather than group goals. People with collective values tend to define themselves by their group membership and prioritise group goals above personal goals, like for instance in many Asian societies and in some African cultures. They place more value on hharmony in relationships and experience more socially based emotions such as friendliness, courtesy and saving face.

On the other hand people with individualistic values prefer antonomy, give priority to personal against group goals, stress personal achievement and freely experience more society disengaged emotions, such as anger, pride and taking personal responsibility for their actions and behaviours. Such values are more prevalent in developed western nations, where the capitalist work ethic is highly prized. 

ii. Power distance.

Power distance is the degree to which people accept uneven or unequal power distribution in society. Individuals with high power distance easily accept and value unequal power. Those with low power distance expect some form of equal power sharing. High power societies are characterized by employees who are at ease receiving orders or directives from their superiors. In such societies conflicts are normally resolved by the means of formal rules and authority such as those common in bureaucratic or mechanistic organizational structures.

On the other hand, some form of participative management is favoured in low power distance cultures, where interpersonal or organizational conflicts are resolved mainly through personal networks and consensus.  

iii. Uncertainty avoidance.

This aspect refers to the extent to which people tolerate ambiguity and un certainty (high un certainty avoidance). Employees with un certainty avoidance generally value structured or controlled situations, where rules and regulations in personal conduct and decision making are clearly documented. In such cultures, people prefer direct instead of indirect or ambiguous communication.

Such values are more common in developed western countries than in Asian or Africa cultures where ambiguity and circumlocution are tolerated.

iv. Achievement versus nurturing orientation.

Achievement oriented cultures tend to value assertiveness, materialism and competition. People who are tough and value the acquisition of money and materials goods are in the majority. But people in nurturing – oriented societies emphasis personal and group relationships as well as the good health of others. Such cultures focus more on human interaction and carry for others more than competition and personal success. These values are more common in third world countries and even developed Asian societies, while the achievement ethic is very common in developed Anglo – Saxon societies. 

v. Long versus short – term orientation

People in various cultures tend to have differences in their long or short term orientation. Those with long term orientation anchor their thoughts more in the past and the present. They value thrift (economizing) than in the past and the present. They value thrift (economizing), savings and persistence in achieving their goals. People with short – term orientation place more value on the past (the good old times) and the present, such as respecting tradition and meeting various social obligations.

Therefore, in general terms, Americans are more prone to individualistic tendencies, with some limited form of power distance and short – term orientation. They also usually have moderate achievement orientation with some degree of uncertainty avoidance. In other words, they can tolerate ambiguity.

3.3. ATTITUDES

Attitudes go together with emotions although the two concepts are somewhat different. Attitudes refer to the clusters of beliefs, assessed feelings and behavioural intentions towards an object while emotions tend to be feelings experienced toward an object, person or event that create a state of readiness to take actins (Mcahane and Von Glinow; 2003 pp. 106 – 107). In this respect emotions are experiences while attitudes are judgments. We feel emotions but we think about attitudes. Emotions are experienced briefly while people’s attitudes towards someone or an object is more stable over time. 

3.3.1. Emotions:

Emotions pervade organizational life. For example, a new employee may feel proud that he has been hired by a first class employer such as Celtel. A nurse in a hospital will feel sympathetic towards a patient whose family has not visited him, while a social worker might feel sorry for a child who has been abused. A procurement officer will be alarmed that essential supplies for the organization have not yet been delivered.

In each one of the above examples, it is obvious that some one has experienced one or more emotions and these act as communications to ourselves about events that could affect personal goals. Some emotions such as loving, fear or anger may demand attention for immediate action. In other words, emotions in many cases generate the motivation to take action towards the object of a person’s attention. Behavioural scholars have organized the different emotions people experience in the workplace into six braod categories, which are anger, fear, joy, love, sadness and surprise. Each one of these has its own emotional experiences for instance, some of the emotional experiences of sadeness are shame, suffering and disappointment while joy evokes optimisim, cheerfulness, pride etc.

Emotions are experienced through our behaviours, thoughts or psychological reactions. For example, an individual may experiences fear in a stressful situation by sensing it mentally, showing it through facial expression and developing a faster heart beat. Facial expressions and other behaviour actions play a very interacture role in our emotional experience. We tend to smile when feeling happy and the smile reinforces a person feeling of joyfulness. Likewise a person’s sense of fear is maintained when he notices his heart throbbing.

Emotions may sometimes have a direct bearing on behaviour, especially when people react to their emotions rather than to their judgment (attitudes). When angry, an employee might storm out of a meeting, bang the door or even cry. When happy the same individual may spontaneously hug a colleague or dance a bit. Such behaviour are not carefully thought out, they are merely emotional expressions which serve as mechanisms for copying with particular situations and experience. 

3.3.2. Attitudes

Suppose you heard an announcement that the company you are working for as going to sold to a competitor. You may experience surprise, anger.\, joy, sadness and possibly other emotions depending on your reaction to the announcement. These emotions will only last for a brief period or moment while your attitude toward the sale is likely to be more complex and stable overtime. The diagram below illustrates how attitudes and emotions affect and influence behaviour.







In the first instance, how we perceive the world around is develops into a set of beliefs, which are people’s perceptions about the attitude object. For example an employee may think that selling the company is a good move (a feeling) because it will make it more competitive and enhance his chances of career progression ( a belief). Secondly emotions influence people’s feelings towards the attitude object. If an employees experiences anxiety and alarm at the impending sale of the company he works for, then he is apt to develop negative feelings towards the transaction.

Thirdly, feelings as the diagram shows, have a direct influence an behavioural intentions. People harbouring similar feelings may in fact develop different behavioural intentions based on their unique past experiences. For example, employees who feel that the sale of the company is not in their best interest could decide to resign before the sale takes effect, while others could resort to complaining about it. People therefore, develop the behavioural intentions they feel will best work for them. Even though behavioural intentions have a strong influence on behaviour, they are however not perfect predictors of behaviour, because they only relate to a persons motivation to act in a certain  manner. This is because it has been established by other scholars that behaviour is also dependent on an individual’s ability, role perceptions and situational factors. According to the MARS model (MARS is an acronym for motivation, ability, role perceptions and situational factors) the four factors in parenthesis above, have a combined effect on individual performance and behaviour.

If any one factor becomes weakened, then employee perform will also decrease. For example, highly qualified sales staff who know their job and have the required resources, may fail to perform to expectations if they are not motivated to market the organizations and goods services.

As can be seen from the diagram above, attitudes are made up of three components, which are beliefs, already elaborated, feelings which may in positive or negative depending on how the individual is affected by certain actions or attitude object and behavioural intentions. Behavioural intentions represent a person’s motivation to engage in a particular behaviour in relation to the attitude object. In the example of intended company sale, an employee may plan to resign instead of remaining in employment after the sale has been concluded. Alternatively, he may arite a letter to management congratulating them for taking such a good decision.

Emotions and attitudes frequently result in behavior but behaviour sometimes influences people’s attitudes through the process of cognitive dissonance. This normally happens when people perceive inconsistencies between their beliefs, feelings and behaviour. Inconsistency produces an uncomfortable feeling known as dissonance, which people are motivated to minimize by changing one or more of these factors. Behaviour is quite often the most difficult factor to change, especially when it is already widely known to everyone, was done voluntarily and cannot be undone. People therefore usually change their beliefs and feelings to reduce the inconsistency or dissonance.

It is also worth stating that a persons emotions can result from their personality and not just work place experiences. Therefore, positive affectivity (PA) is the tendency to experience positive emotional states and in this respect it is similar to extroversion, which characterizes people who are talkative, outgoing, sociable and assertive. On the other hand, people who have the tendency to experience negative emotions or negative affectivity (NA) are more inclined to be distressed and unhappy because they concentrate on to be distressed and unhappy because they concentrate on the negative aspects of life.

CHAPTER 5

4. LEARNING IN ORGANIZATIONS

Learning has been defined as “a relativiely permanent change in behaviour (po behaviour tendencuy) that occurs as a result of peron’s interaction with the environment “(D. M. Harris and R. L. De Simone: 1994, P. 54 people learn through their senses, such as study, observation and experience. We say that someone has learned when he behaves differently as a consequence. For example, we can observe that an individual has learned to drive if he can smoothly engage the gears and keep the vehicle on the raod.

It has been established that individual behaviour and performance are influenced through three factors of the MARS model already alludied to in the previous chapter. These are motivation, ability and rrole perceptions, excludig situational factors.

i) people become skilled and knowledgeable through various learning opportunities. This gives them the competencies and abilities to perform job related tasks more effectively,

ii) learning helps employees to develop a better understanding of their tasks and relative importance of work activities. In this context, learning clarifies role perceptions.

iii) Learning motivates employees to perform certain tasks because they know that their efforts will result in desired performance and expected outcomes. 

Learning generally produces feelings of achievement and need fulfillment. It is also vital for knowledge management, which is the organisation’s capacity to acquire, share and utilize knowledge in ways that enhances its survival and success.

4.1. LEARNING EXPLICT AND TARIT KNOWLEDGE

Employees normally acquire what is know as eexplicit and trait knowledge when they undergo learning experiences.

Explict knowledge is an organized form and can be passed on from one individual to another. For instance the information acquired by students in  the form of lectures in largely explicit knowledge because lectures package and consciously transfer it to them. This implies that this type of knowledge can be documented and presented to those undergoing training. However explicit knowledge is only a  tiny fraction of the knowledge pyramid because what people mostly know is trait knowledge. We have all heard people say that, “I cannot tell you how to do this but I can show you.” Trait knowledge is not written down. On the contrary, it is action – oriented and known below the level of consciousness. Some scholars have suggested that this kind of knowledge also includes an organization’s culture as well as work groups implicit norms. People generally know that this knowledge exists but it is difficult to describe and document.

Therefore, trait knowledge is that which is intertwined with people’ actions and ways of thinking. It is transmitted from person to person largely through observation and experience. For example, most drivers do not learn to drive a motor vehicle through lectures only. They learn the required driving skills by watching how experienced drivers perform the various tasks necessary to keep a vehicle moving on the road. They also learn by directly experiencing the complex interaction of human behaviour with the machines’ response to various ways of handling it.

In organizations, most knowledge is `trait and as such, the important challenge in knowledge management is to translate trait knowledge into explicit knowledge which can be easily stored, retrieved and shared. Learning explicit and trait knowledge takes many reinforcement, feedback, observation (social learning) and direct experience. These various forms are not necessarily mutually ezclusive but related. The difference is that they provide contrasting views of the learning process. Consequently, by comprehending each perspective, we can more comprehensively appreciate the dynamics of learning. 

4.2. FORMS OF LEARNING

The different forms of learning identified above are elaborated in the following discussion.

4.2.1. Learning Through Reinforcement (behaviour Modification)

Learning through experience (also known as behaviour modification, operant conditioning and reinforcement theory) is one of the oldest perspective on learning. This percepective states that learning is totally dependent on the environment. Learning through reinfornment or behaviour modification which is becoming more popular name recognizes that thinking is part of the learning process. Its major point of departure is in its view point that thinking is an unimportant intermediate stage between behaviours and the environment in which they occur. In other words, people experience with the environment teaches them to change their behaviour so that they can maximize the positive outcomes while minimizing the negative consequences.

Behaviour imodification from now onwards, places great emphasis on voluntary behaviours, which some researchers have called operant behaviours because they “operate” on the environment, and make it respond in ways that people want (B. F. Skinner; 1938). For example, if a person puts a certain amount of money in a vending machine and press the required button, he willl ecxpect a particular brand of mechandize such as a soft drink or packet of cigarettes to come out. In this instance, the individual has learned from past experience how to compel the environment (i.e. the vending machine) to deliver that brand of mechandize.

Researchers have also discovered that operant behaviours are different from respondent behaviours, which tend to be involuntary responses to stimuli from the environment. Automatically withdrawing your hand from a hot surface or contracting your eyes when you emerge into bright sunlight to institute involuntary responses to respondent behaviours. 

Operant behaviours are more relevant to the subjects under discussion because most learned behaviour in organizations are voluntary. Behaviour modification holds that there are two environmental contingencies which influence behaviour in a particular direction, and these are the antecedents which precede behaviour and the consequence that are outcomes of the behaviour. These principles are a part of what is known as the A – B – C model of behaviour modification. The relationships of the various parts of this model are shown in the following diagram.

Antecedents (A) 

Behaviour (B) 

Consequence (C)









Examples:

Source: Stephen Mcshane and Mary Ann Von Glinow (2003: p. 41)

The main objectives of behaviour modification is to change behaviour (B) by managing its antecedents (A) and consequences (C). Antecedents are events which take place before the behaviour, such as employees being informed that certain behaviours will have particular consequences. For instance, an antecedent could be a sound from an employees’ computer signaling the arrival of an e- mail from his supervisor requesting that a specific task be completed on schedule.

Antecedents enable employees to know that a particular action will lead to certain consequences. However, antecedents do not cause operant behaviour because, the sound of a computer, for instance does not make us to retrieve the e- mail massage. On the contrary, it is just a signal or cue telling us that certain consequences are likely to occur if we engage certain behaviours. 

Although antecedents are important, the main thrust of behaviour modification is on the consequence of behaviour. These are the vents which follow a particular behaviour that influences its future occurrence. This concept is based on the “Law of effect” which states the liken hood that an operant behaviour will be repeated depending on its consequences. For instance, if a particular behaviour is followed by a pleasant experience, the person concerned may in all probability repeat the behaviour. But if it is followed by an unpleasant experiences or lack of response, then the chancer of the person repeating the behaviour are diminished.

The law of effect explains how people learn to associate behaviours, especially in the work place with specific environmental responses. Organizational behaviour scholars have identified four types of consequences: 

a. Consequences of Reinforcement

The consequences of reinforcement also known as contingencies of reinforcement which are responsible for strengthening, maintaining or weakening behaviour are positive reinforcement, negative reinforcement, punishment and extinction as shown in the diagram below.

	Consequences is introduced
	No consequence
	Consequence is removed

	Positive reinforcement

e.g. an employee receives bonus after successfully completing an important assignment
	
	Negative Reinforcement  

e.g.  a supervisor stops criticizing a subordinate when job performance improves

	Punishment 

e.g. an employee is threatened  with demotion or dismissal after treating a client badly. 
	Extinction

e.g. fellow workers no longer praise colleague when engaging in dangerous behaviour
	Punishment

e.g. Employee gives up employee of the month award to this months winner


The four consequences of reinforcement are the following; 

i) Positive Reinforcement

Positive reinfornforcement takes place when the introduction of a consequence increases or maintains the frequency or future ptobability of a behaviour repeating itself. Receiving a pay rise after successfully completing an important project creates positive reinforcement in that it increases the chances of the employee engaging in similar behaviour in future.

ii) Negative Reinforcemnt

The removal or avoidance of a consequence increases or maintains the frequency or future probability of behaviour taking place. A suppervios may apply negative reinforcement when he stops criticizing subordinates whose previous poor performance has improved. This is because when a supervisor withholds criticizim, employees tend to repeat behaviours that have improved their performance of duties to tasks.

Negative reinforcement is also known as Avoidance learning since employees engage in the desired behaviours to avoid unpleasant consequences, such as being reprimanded or dismissed. 

iii) Punishment 

Punishment takes place when a consequence decreases the frequency or future probability of behaviour happening again. It could involve the introducing of unpleasant consequences or removing a pleasant consequence, such as a bonus. An unpleasant consequence may be the threat of dismissal for engaging in anti – social behaviour, such as insulting a cherished company client.

iv) Extinction   

Extinction refers to a situation whereby a certain behaviour decreases as no consequence follows it. For instance, if an employee is in the habit of engaging in practical jokes, such as playing with matches in a fuel depot, which is potentially dangerous to the safety of fellow employees and company property, such behaviour could be eliminated by discouraging co – workers from pursing him when he engage in such jokes. This shows that behaviour that is no longer reinforced tends to disappear. In other words, it becomes extinct and that is why extinction also known as a do nothing strategy.

In most work environments, managers and supervisors should realize that positive reinforcement follows desired behaviours, while extinction follows undesirable behaviours. This is because there are fewer negative consequences when applying these contingencies of reinforcement, in comparison with punishment and negative reinforcement. In some cases, however, a certain amount and form of punishment, such as demotion, suspension or even dismissal might become necessary for extreme behaviours, such as deliberately causing injury to a fellow worker or stealing company property and money.

Some research studies have suggested that under certain conditions, punishment tends to enhance feelings of equality among workers. In certain circumstances, fellow employees are anxious to hear that a colleague has been punished for an offence for which others have received a similar fate. Such consistency tends to fulfill employees needs for social justice in the work place. But in reality organizations are usually not consistent in the administration of punishment which makes equitable social justice through disciplinary action an elusive dream. Moreover, punishment is often an emotionally charged affair which creates negative feelings and undermines the employee’s ability to learn from punishment. In extreme cases, employees can even develop hostile attitudes towards the organization which could lead to aggression, sabotage and other forms of dysfunctional behaviour.  

b. Schedules of Reinforcement.

In terms of schedules of reinforcement, behaviour modifications identifies both the various types of consequences and the schedules which should be used to maximize the reinforcement process. Some research has also reported that scheduling the reinforces affects learning more than the size of the reinforces do. The five schedules of reinforcement are the following;

i) Continuous Reinforcement.

This dimension involves continued reinforcement of every occurrence of the desired behvaiour. It has been established that continuous reinforcement is more effective in learning new beahaviours, because employees learn the required behaviours faster, and when the reinforcers is removed, extinction also happens very quickly.

The four other schedules of reinforcement are intermittent in comparison with the continuous reinforcement schedule. This means that enforcer is only applied after a fixed or variable time (interval) or the number of target behaviours (ratios). As reflected in the following diagram a fixed schedule implies that the reinforcers is introduced after the same number of behaviours or time units. On the other hand, a variable schedule means that the reinforce occurs randomly around an average  number of behaviours or time units.
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ii) Fixed Interval schedule

This is a situation when behaviour is reinforced after a fixed time interval. Most employees get their pay on the basis of a fixed interval schedule, because their salaries or wages are paid on a regular weekly or monthly period. This means that as long as the task is performed, a salary or wage will be received by them on the appointed day.

iii) Variable Interval Schedule

The variable interval scale is used for administering the reinforcer after varying periods of time. Promotions normally are based on this schedule because they tend to occur at irregular intervals. For examples, the first promotion may be received after six months, the second after 14 months and third after 27 months. 

iv) Fixed Ratio Schedule

This category tends to reinforce behaviours after a fixed number of times. Some piece – work systems are based on this schedule in which employees are paid on this after they produce a fixed number of units of goods or services.

v) Variable Ratio Services

This type reinforces behaviour after a varying number of times faces personnel, for instance, tend to experience variable ratio reinforcement. This is because these employees make successful sales (the reinforcer) after a varying number of sales calls o clients. They make four unsuccessful calls before receiving an order probably on the fifth call. This could be followed by fifteen unsuccessful calls before another successful sales call is made. Although one successful sales call might be made after ten calls on average, this does not imply that every tenth call will be successful.

The variable ratio schedule is a low cost method for reinforcing behaviour as employees are rewarded on an irregular basis. It also tends to be resistant to extinction. For instance, if your supervisor comes into your office at varying times of the day, it is most likely that you will work consistently better throughout the day than if the supervisor visits at exactly 10: 00 hrs everyday. And if the supervisor fails to visit the employee on a particular day, that employee would still expect a visit right up to the end of the day, especially if previous visits were random.

It has been recognized that every individual engages in behaviour modification in one way or another. People have a tendency of thanking others for a well done job, they tend to be silent when displeased and in some instances try to punish those who go against their wishes. Behaviour modification is also used in various formal organizational settings to minimize absenteeism, accidents and improvement in task performance. When such programmes are correctly administered, the results have tended to be impressive. For example, Mcshane and Von Glinow (2003: p45) have reported that Electric Boat Company in the United States used behaviour modification to reduce absences due to sickness at one of its shipyards. Prizes of us $2, 500 were awarded to each one of the twenty winners drawn from a pool of 955 employees who had not reported sick in the previous two years.

Limitations of Behaviour Modification.

Despite impressive results in some instances, behaviour modification tends to create difficulties, particularly when applied to conceptual or thinking activities rather than to behaviours that are observable. For instance, it is much easier to reward employees for good work attendance than for good problem solving, because the former is observable while the latter may not be so.

Another limitation that less been identified is what is known as reward inflation. This is a situation whereby a reinforce is either quickly forgotten or eventually comes to be considered as an entitlement. It is quiet common that a bonus that might once have been an unexpected suppose in the end assumes the status of an entitlement. In this case with drawing the reinforcer (the bonus) leads to extinction though to employees it may feel like a punishment.

Behaviour modification programmes also raise certain ethical concerns. One viewpoint is that, the variable ratio schedule is sometimes seen as a form of gambling, because employees are in effect gambling that if they behave in a certain manner, they will win something. A company dealing in forest products in the United States, which applied this schedule found that some of the employees held very strong anti – gambling beliefs and were therefore unhappy with the company’s behaviour modification practices which they considered unethical.

In addition, behaviour modification is in some cases looked upon as a form of manipulation, since it changes human behaviour by re – arranging incentives and other environmental contingencies while down playing human feelings and thoughts.

4.2.2. Learning Through Feedback.

Feedback in organizational behaviour terms refers to any information that employees receive about the consequences of their behaviour. Feedback may be in the form of an antecedent or a consequence, if it is viewed in the context of behaviour and task performance through role perceptions, employee ability and motivations:

a) clarifying Role Perceptions

feedback clarifies role perception by indicating the type of behaviours that are appropriate or necessary in a given situation.

b) Improvement of Employee Ability.

Feedback improves employees ability by regularly providing information to correct any performance related problems. This corrective feedback enables employees to be aware of their performance errors and this helps in correcting the errors expeditiously.

c) Feedback is a source of motivation to employees.

Feedback tends to meet employees’ personal needs by making the more confident that they have the ability to accomplish certain tasks.

There are two basic sources of feedback; social and non – social (M. C. Andrews and K. M. Kacmar, 2001: 210).

Social sources originate from supervisors, customers/ clients, fellow workers or anyone else in a position to provide the information concerning an employee’s behaviour and performance. An emerging feedback strategy is the 360 degree feedback, where employees or even managers receive feedback from multiple sources, who may include subordinates, co – workers, various other stakeholders and customers/clients. This kind of feedback, it has been argued, provides comprehensive and accurate information, than that received from only one or two supervisors. But the major problem with multi – source feedback is that it is expensive and time consuming because it is so involving. It can also provide ambigious and conflicting information because of its reliance on a multiplicing of sources, with different attitudes and personal value systems.

On the opposite side are the non – social feedback sources, which origante from documentation machinery and equipment such as computers, and other types of automated machines. The task itself is also a non – social feedback source, as it can enable an employee see the results of his work efforts, while producing a good or providing a service. In most organisational contexts, the type of feedback source selected largely depends on purpose of the information. If they want to learn about their progress in achieving a particular target or objective, employees will tend to go for non – social sources, such as computer printouts. They may also receive feedback directly from the job itself, because such information from inanimate sources is considered more accurate and impartial than that from social sources, which are basically human beings of different personalities, perceptions, values and beliefs. 

Feedback from non – social sources is less damaging to employees’ images and self esteem because it is from non – living objects which do not provide on opinion on the information provided. But when employees want to improve their self – images, they tend to want positive feedback from social sources. Most employees feel better when fellow workers praise them for their performances rather than obtaining this information from a computer. It has been argued that positive feedback from colleagues at work and other social sources is a motivator because it satisfies people’s social (relatedness) and growth needs.  

4.2.2.1. Characteristics of Effective Feedback

For feedback to be effective in modifying behaviour, it needs to have the following characteristics:

i) Specificity:

Feedback should be specific, uch as for example teeling on employee that is exceeded his sales target by 7 percent last month instead of ambiguous phrases like “you are doing quite well in your sales work”. Specific feedback helps in re – orienting employees’ behaviour more accurately. It also gives them a sense of achievement, especially if the feedback is task rather than employee focused, it helps iin reducing defensive behaviour when the feedback is adverse.

ii)  Timeliness

Employees should receive feedback on their behaviours or performance as quickly as possible so that they can see a clear connection between their behaviour and its immediate consequences. Although computers and other electronic equipment do provide timely feedback, this is normally only for routine or standardized information. Social sources are suitable for providing timely feedback for complex and non – standardized tasks.

iii) Frequency

This simply means that employees should receive feedback as often as possible or at regular intervals for the their behaviours quickly in case of adverse reports. If it is outdated then it will be of no use to use to employees and organizations in effectively their goals. Image receiving feedback on performance or behaviour after six months, because by that time the information may have become stale and useless in modifying or reinforcing behaviour.

iv) Credibility

Employees will tend to accept feedback, especially if it is corrective from reliable and trustworthy sources. Feedback from multiple sources is likely to have higher credibility because it is from various people. Employees will also tend to accept corrective feedback from non – social sources because it is not as judgment or opinionated as that from people. 

v) relevancy 

feedback should correlate with the employee’s behaviour and not to conditions beyond his control, to guard against the danger of information becoming distorted by situational factors or environmental contingencies. Feedback is also relevant when it is linked to goals because these establish the standards on benchmarks against feed back is judged.

Behavioural scientists have discovered that employees do not normally just receive feedback passively because in some cases they also actively seek it. They do this by asking their supervisors or fellow workers about their standards of behaviour or performance. It has been established that, employees are likely to seek advise, when they have high self – esteem, except to receive positive feedback and work in an organization that values openness. 

One approach used in seeking advice is monitoring, which involves scanning the environment and the behaviour of other employees for signs of success or failure, what they are doing. For instance, senior executives will monitor corporate data to determine whether their organizational strategies have worked or not, while sales personal will monitor the non – verbal behaviour of clients to detect whether they are happy or unhappy with a particular transaction.

Monitoring the environment of work by employees is not time bound because it can take place at any given moment. As a result, it can be a more efficient feedback strategy than passively waiting for information from others. For instance, employees in production related jobs can ealsiy and continuously monitor the quality and quantity of their quickly and independently on the equipment or machine they are operating. The is an indirect way of seeking feedback while the direct way is to ak supervisors or co – workers how they observe or rate the behaviour and performance of an employee.

An important consideration for management is to ensure that feedback is provided honestly and constructively so as to build on the employee’s strengths rather than focus on or critise their weaknesses. 

There are however ethical concerns about the practices of monitoring employees behaviour or performance at work. According to J. M. Mishra and S. M. Crampton (1998: 6 – 13), “ from the time you wake up to the time you retire for the day, you leave behind a trail of data for others to gather, merge, analyse, massage or even sell – often without your knowledge and consent. This type of monitoring applies not just to consumers but also to employees in most organiztions. Feedback requires some farm of monitoring employee behaviour or performance. But technology has raised monitoring to such an advanced science that we need to recognize and respect its ethical implications.”

Some of the methods used for employee monitoring, especially in the developed west is by video – recording workers on the job, checking their e – mail, internet use and telephone cobersations. However the ethical problem that arises out of this is the issue of invading employee’s privacy. It also demonstrates a lack of trust between employer and employee which may ultimately undermine the employment relationship. The justification by not employers for invading the privacy of their employees, is to safeguard company asserts from damage or theft, use the monitoring information to provide safe working conditions and provide more accurate feedback to employees about their performance.

Therefore as technology keeps on developing and advancing by leaps and bounds, including surveillance equipment, this debate the ethics of employee monitoring and feedback will become more heated.

4.2.3. Learning by observing (Social Learning Theory).

Behaviour modification and feedback view learning mostly through direct experience with the environment. But there is much more to learning than this narrow approach. This is because people also learn by observing what others do and then modeling the behaviours that which result in favourable outcomes while avoiding those that lead to punishing consequences. 

Learning by observation or social learning theory comprises three related features, which are behavioural modeling, learning behaviour consequences and self – reinforcement.

a) Behavioural Modeling.

We normally learn by observing the behaviours of role models when performing critical tasks, remembering the important elements of the observed behaviours and then practicing or modeling those behaviours. Behavioural modeling, according to the experts, works best when the role model is held in high esteem, and the models actions are followed by favourable consequences. For instance, a newly hired university graduate can learn by watching a previously hired graduate who has successfully performed a similar task.

Behavioural modeling is invaluable in learning because trait knowledge and skills are acquired from others in this way. Trait knowledge as already described earlier is difficult to document or explain because it is mostly sub – conscious. For instance, it not easy to document or describe how a baker kneads the dough for making braed. It is easier to observe how it is done and then developing a mental picture of the required behaviours and expected response. Behavioural modeling has also been credited with guiding role perceptions in employees especially when managers and supervisors model the kind of behaviour they expect from them. 

In addition, behavioural modeling is important in enhancing a person ‘s self – efficacy. This phenomenon refers to people’s beliefs that they have the competence, motivation and the needed resources to accomplish a task successfully. Individuals with high efficiency usually have an “ I can do it attitude” towards specific tasks and in general, towards life’s other challenges. Individuals with low self – efficacy are the opposite of those with high self – effiecay.

Behavioural modeling enhances one’s self – efficacy because human beings normally gain more self – confidence after seeing another person actually perform a task than simply instructing them work what to do.  This outcome is more likely when employees or subordinate identify with the model, which could be someone of the some gender, age, experiences, education and other related features. For example, as a student, you tend to gain or experience self – efficiency, when another student with similar characteristics to yours, describes you how he was able to perform well in a course you are currently taking. As a result, you learn not only what has to be done but also the fact that other students like you have already been successful in the course.

Similarly, when training how to use a computer, students or trainees tend to develop a stronger self – efficiency when they click the mouse and obtain the same computer response as the model did when performing the same task. The expected response gives the computer trainees a greater sense of control over the computer because they are able to predict what will happen after a certain behaviour takes place.  

b) Learning Behaviour consequences

Learning the consequences of behaviour in a process of learning other then through direct experience. In this respect people learn by logically thinking through the consequences of their actions, including observing the consequences that other people experience after their behaviour. Firstly, employees usually expect positive or negative reiforment after completing an assigne task and entitles punishment or extinction after performing the job poorly. Secondly, people learn to anticipate consequences of behaviour  by observing the experiences. For example, if an employee is dismissed for being drunk on duty, it is likely that such a consequence will deter others from engaging in similar behaviour.

c) Self - Reinforcement 

This aspect of social learning theory takes place when an employee has control over a reinforcer but delays in taking it until he has completed a goal he has himself set. To illustrate, an employee may decide to take a beak from work, after he has undertaken a particular task and not before. the employee could easily take a work break right there and then, but he postpones this behaviour until he has succeeded in achieving the goal of completing the task at hand. The work break is therefore, a form of positive reinforcement which is self – induced and only used to reinforce the completion of the task. For instance, the anticipation of cold beer, after successfully completing a given assignment, is a form of behavioural self – reinforcement, which motivates the individuals to complete the task as quickly as possible. 

In the developed countries, the concept of self reinforcement has assumed greater importance because employees are given more control over their working lives and therefore less dependent on supervisors to either provide positive reinforcement for success and punishment for failure. In other words, workers sometimes take measures to motivate themselves by personal means in order to accomplish an organizational task. 

4.2.4. Learning through Experience

Organizations are generally moving away from the belief that learning is measured by the number of hours an employee spends in a classroom while undergoing formal training. As already explained elsewhere, classrooms normally transfer explicit knowledge which is already documented, but trait knowledge, on the other hand, refers to knowledge and competences which are obtained by way of experience and observation. A lot of what people learn in organizational settings is acquired through experience.

Experienctal learning has been conceptualized in a number of ways, but one of the most enduring dimensions is what is known as Kolb’s experiential learning model. This model is illustrated in the diagram below.

Source D. A. Kolb Experimental Learning (182)

The diagram shows that Kolb’s model is four – stage cyclical process, which begins with concrete experience. This involves sensory and emotional engagement is some type of activity. The second stage is called reflective observation, which involves watching, listening, recording and elaborating on the experience. The third stage is referred to as abstract conceptualization, where people develop various concepts and then integrate the observation since to logically sound theories. Finally there is active experimentation where people now test their previous experiences, reflection and conceptualization in a particular context.

Experimental learning teaches us that people need to eexp3rience concrete reality in order to create abstract concepts based on that reality. It also teaches us that people tend to prefer and operate better in some stages than in others, because of their unique competences and personalities. However the model requires that all four stages are in proper equilibrium in order to effectively guide behaviour in the desired direction.

Behaviour scientists have established that experimental learning works optimally in situations where there is a strong learning orientation. Organizations with the right orientation generally value knowledge management and especially the generation of new knowledge as employees accomplish their objectives. But if the employee fails to perform a task the experience gained may still be a valuable learning achievement.

The moral for organizations and their executives is that employees should be encouraged to appreciate the process of individual and team learning and not just to focus on performance results alone. Organizations can achieve a learning orientation culture through rewarding those employees who experiment and recognizing mistakes as a natural part of the learning process. This involves, encouraging employees to take reasonable risks as a natural progression towards discovering newer and better ways of performing various tasks or producing goods and providing services.

If an organization lacks a learning orientation, mistakes will not be detected in time and those hidden problems will most like escalate to unmanageable proportions or resurface later. It is therefore, not surprising that one of the most frequently cited lessons from some of the best performing companies is to expect mistakes in any work   environment because, “ mistakes are a source of learning and will improve operations in the long run.” This maxim was stated by a senior executive t Lockheed Martin (an aeronautics company in the USA). He goes on to say that mistakes “foster the concept that on question is dumb, no idea (is) too void, and no task activity is irrelevant, “because it is all part of the learning process (mcshane and Von Glinow 2003, 54)

An emerging trend in learning through experience in the workplace is called action learning. This concept has been defined as “ a variety of experimental learning activities in which employees are involved in a real, complex and stressful problem, usually in terms, with immediate relevance to the company “CRW Revans; 1982: pp 626 – 627). In action learning, the task itself becomes the source of learning. In this respect, Kolb’s experimental learning model is normally used as the foundation for action learning, because action learning requires concrete experience with a real organization problem needing resolution.

The process of action learning revolves around activities, such as learning meetings in which participants reflect on their observations regarding the problem or opportunity at hand. There is also the action learning team which is responsible for conceptaulising or applying a particular model to solve the problem or analyse the opportunity available. The action learning team then tests the model through experimentations in the actual organizational setting.

Action learning has gained considerable repute as an important mechanism for developing management competences and skills. This is because it comprises tarit and explicit learning and compels executives to diagnose new situations and to rethink prevailing work practices and behaviours. The results of action learning have been known to potentially add value to an organization in terms of developing a better work process or even services.

CHAPTER 6 

5. MOTIVATION

Artstole, a Greek Philosopher once stated that, “all men seek one goal; success or happiness. The only way to achieve true suceess is to express yourself completely in service to society. First, have a definite, clear, practical ideal a gaol, an object. Second, have the nessary means to achieve your  means to that end. “C.B. Handy; 1980:24) 

Motivation is one these ambigious concepts that is difficult to define precisely because in some cases it depends on the context in which it is used. But in general terms, it “rrefers to the process within a person that effect has or her direction, intensity and persistency of voluntary behaviour. (E. E. Lawler III; 1973 ; 2-5). In this context, employees who are motivated are normally willing to exert a particular level of effort (intensity), for a certain amount of time (persistence) toward a particular goal or direction.

Even when employees have aclaer work objectives, the right skills or competencies, as well as, supportive work environment, they still have sufficient drives to accomplish given work objectives. Early thinking on motivation was mainly concerned with finding ways through which individuals could be driven (motivated) to apply most of their efforts and talents to the service of their employer. There approaches revolved around three main theories; satisfaction theories, incentive theories and intrinsic theories:

a. Satisfaction theory

The major assumption of these theories was that a satisfied worker is a productive one. However, very little proof was adduced to support the agreement that a satisfied worker actually works harder. What could be true as that a satisfied worker tends to have better mental health, implying that paying attention to conditions of work and employee morale might reduce employee turnover and absenteeism but will not exponentially increase employee productivity. This is because there are other contingent factors which affect employee productivity rather than motivation on it own.  

Incentive theory

These theories were based on the principle of the “carrot and stick” approach or reinforcement. The major thrust of the argument was that employees will work harder if they are given specific rewards or encouragement if they are given specific rewards or encouragement for good performance. The major shortcoming with this approach was, it placed too much emphasis on pay or money as the principle motivator for good work performance. This, it has since come to pass is not necessary the case, as pay and money are only a component of other factors in the process of employee motivation.

b. Intrinsic theory  

The main thrust of this approach was that “man is not an animal”. As a human being, who can think for himself, he will only work best if he is given a worthwhile job and allowed to get on with it without too much interference, because the reward will  come from itself. This approach was largely based on Abraham Maslow’s categorization of Human needs.

Though appealing in its simplicity, this perspective is some what erroneous because having control over one’s job is not necessarily motivating in in self. In any case, most workers at the operative level, are not usually given control over their jobs, words they generally participate in decision making which set the parameters by which they perform. These theories also do not work very well in situations where employees do not have the desire for self actualization or like strong authoritarian management, since not all employees will subscribe to the idea of democratic management.

5.1. Current Theories of Motivation

Over the years the various motivation theories have been divided into two broad categories, content theories and process theories. Content theories generally explain the employees’ needs, such as why people have the different needs at different times. Consequently, we can only discover the conditions that motivate people, if we have a comprehensive understanding of their needs.

On the other hand, process theories try to explain and justify why people behave in the manner they do. In this respect, these theories help us to understand, predict and influence employee performance, work attendance and job satisfaction, among other outcomes. These theories do not directly explain how employees needs come about, but only describe the various process through which employees needs are translated into desired behaviours. 

5.2. Content Theories of Motivation

Current motivation approaches generally recognize that motivation begins with individual needs. These needs are viewed as deficiencies which energize or ytrogger certain behaviours to satisfy those needs. For instance, at some point in our lives, we may have  a strong desire for food and shelters, while at other times, some needs may remain unfulfilled. These unfulfilled needs tends to create a tension in people which compels them to find ways to reduce or satisfy those need. Conservely, a satisfied need does not motivate. 

Basically, there are four content theories of motivation that have been identified and these are; Maslow’s hierarchy of needs theory, Alderfers ERG (existence, relatedness and growth) theory, Herzberg’s motivation – hygiene theory, and Mcclellad’s theory of learned needs. A comparison of these given in the diagram below.

a. Maslow’s Hierachy of needs Theory.

This theory condenses the various needs that scholars have identified into a hierarchy of five basis categories, which are, 

i) Physiological/biological needs, which refer to the desire to satisfy the requirements for food, air, water, shelter and even per creation.

ii) Safety needs are the requirements for a secure and stable environment including the absence of pain, there at or illness, 

iii) Belongingness needs include the need for love, affection and interaction with other people, 

iv) Esteem needs refer to the desire for self – esteem through personal achievement and social esteem through recognition and r4espect from others,

v) Self – actualization which is concerned with the need for self – fulfillment and the feeling that an individual’s potential has been realized.

Maslow’s theory holds that even if a person is unable to satisfy a higher order need, he will continue to be motivated by it until it is satisfied. It is also states that the most important needs initially are physiological, which people are motivated to satisfy first before moving to the next stage. Although the hierarchy of needs theory is one of the best – known organizational behaviour theories, it has been critized soon the premise that it too rigid to explain the dynamics and iunsatble characteristics of employee needs. Some research studies have found that in reality people ‘s needs do not actually cluster neatly around the five categories as some may overlap. In addition, satisfaction of one need does not automatically result in increased motivation to satisfy the next higher level need. Despite such shortcomings, Maslow’ theory has provided an invaluable introduction to employee needs and laid the foundation for other theories of motivation, such as Alderfer’s ERG theory. 

b. Alderfer’s ERG Theory.

The acronym ERG stands for existence, retedness and growth. This theory was developed by Clayton Alderfer principally in an attempt to overcome the difficulties of Maslow’s hierarchy of needs theory. The theory groups human needs into there braod categories, namely; existence, relatedness and growth:

i) Growth needs, which closely correspond to Maslow’s esteem and self – actualization needs,

ii) Existence needs refer to a person’s physiological and physical related safety needs, such as the need for food, shelter including safe working conditions, 

iii) Relatedness needs include an individual’s desire to interact with other people, receive public recognition and feel secure around people.

Alderfer ‘s theory has a frustration – regression process whereby people who are not able to satisfy a higher need. Fro instance, if existence and relatedness needs have been fulfilled while growth needs remain unsatisfied, the person will become frustrated and relatedness needs will again resurface as the dominant source of motivation. The major advantages of ERG theory are that firstly; it appears to explain the dynamics of human needs in organizations quite satisfactorily. It also provides a more flexible explanation of employee needs than Maslows’ theory which is rigid.

c. Herzberg’s Motivation – Hygiene Theory.

Motivation hygiene theory was developed by organization behaviour scholar Frederick Herberg. It is different from Maslow’s and Alderfer’ s model  because it does not propose that people change their needs overtime. Motivation – hygiene theory makes the assumption that people are principally motivated by growth and esteem needs, which are in two categories – motivators and hygiene’s.

i) Motivators.

According to recognition, responsibility, advancement, achievement and personal growth. Consequently, employees get job satisfaction, when they achieve these needs, which they are motivated to obtain.

ii) Hygienes which affect the degree to which employees experience job dissatisfaction. These include things like job security, working conditions, company policies, worker relations and worker – supervison relations.

A singular but significant aspect of Herberg’s theory is that it does not consider job satisfaction and dissatisfaction as polar opposites. This is because of it recognition that improving the motivators increase job satisfaction but it does not decrease job dissatisfaction. On the other hand, improving the hygiene factors reduces job dissatisfaction but it does not increase job satisfaction. Herberg’s theory proposes that job satisfaction is produced by fulfilling growth – related needs and other work content outcomes, while job dissatisfaction is due to the context of the work itself. The major point of departure with Maslows’ and Alderfer’s theories is that motivation – hygiene theory propose that growth needs represent the only source of motivation for employees.

The principle benefit of Herberg’s theory is that hygiene factors  are widely used in organizations to motivate people to join them, report for work on time, do their jobs much better and learn new competencies. Its main limitation is the suggestion that hygiene factors are not motivators in themselves, because some research studies have discovered that some employees are motivated more by the job itself. 

d. McClelland’s’ Theory of Learned Needs 

The theory of learned needs was developed by David McClelland, a psychologist who devoted his career to studying three secondary needs that he considered to be important sources of motivation. These are need for achievement, need for affiliation and need for power. These needs are learned rather than inborn or instinctive. In the chapter on personality, these needs have already been discussed in some detail. What follows is merely a brief summing of each one of them to help the reader to recap.

i) Need for Achievement (ACH)

Employees with high need for achievement want to achieve reasonably challenging goals in teams and tend to choose tasks with moderate risks which are neither too easy nor impossible to complete. Money is a weak motivator to them, except when it is a source of recognition and feedback for their efforts, while those with a low need for achievement tend to be highly motivated whne money is used as a financial incentive.

Studies have shown than successful entrepreneurs and business people usually have a high need for achievement, since they normally set challenging goals for themselves and thrive in an atmosphere of competition. High need for achievement employees may perform well in large companies where they are given considerable autonomy in their operations. However, corporate leaders and managers should have a somewhat weaker need for for achievement because the jobs also involve building support among employees and delegating work to subordinates.

ii) Need for Affiliation

This need refers to the desire to seek approval from others, conform to their wishes and expectations and avoid conflict and confrontation in the work place. Generally speaking, people with high need for affiliation want to form positive relationships with others and try to project a favourable image of themselves. They also take steps to be liked by others. In addition, such individuals usually actively support others and try to resolve conflicts that happen in meetings and other social settings. Need for affiliation is similar to Maslows’ belongingness need and Elderfer’s relatedness need.

High need for affiliation employees are more effective in co – coordinating roles and jobs requiring high degrees of social interaction.

iii) Need for Power (n POW)

Need for power refers to the desire to control one’s environment, including people and material resources. Individuals with high need for power generally want to recreate control over others and are concerned about maintaining their leadership positions. Some people have a high need for personalized power whereas others have a need for socialized power. People with high need for power are very persuasive, talk more than others in meetings and have a tendency for frequenting and publicly assessing situations in the environment.

Political and corporate leaders have a high need for power, which motivates them to influence others. This is an important part of the leadership process. However, McClelland has argued that effective leaders should have a high need for socialized power rather than personalized power, as they are supposed to exercise their power within the frame work of moral and ethical standards.

Practical Implications of the Content Theories of Motivation:

Content theories are also prescriptive in the sense that they provide suggestions on the implications of their practical application. Firstly, corporate leaders and executives are required to be sure that the rewards provided to employees actually fulfill their needs otherwise they will be useless and have no value as motivators. Secondly these theories propose that people normally have different needs at different times. For instance, some employees may be ready to fulfill growth needs while others will still be studying to satisfy their physcological or existence needs. Needs also change overtime as people enter new stages in their lives and as such, rewards which might have motivated them previously could have progressively diminidhed in value over the years. The course recommended by content theories here is to offer employees a choice of rewards. A reward can lose value, if for instance, time after time an employee is only given a bicycle or a watch whenever he or she performs well.

Thirdly, these theories caution against relying too much on financial rewards as the primary source of employee motivation. This is because there are other potentially more powerful sources of motivation like being given challenging assignments, learning opportunities or receiving praise from workmates and supervisors.

5.2.1. Process Theories of Motivation.

The three most popular process theories of motivation are; expectancy theory, equity theory and goal setting theory.

a) Expectancy Theory.

This is based on the assumption that work is directed toward behaviours that people will lead to desired outcomes. Through their experiences, people develop eexpectations about whether they can achieve various levels of task or job performace. They also form expectations about whether job performance an dwork behaviours laed to particular outomes.

Therefore people normally direct their efforts towards outcomes or results that facilitate the fulfillment of those needs. Expectancy theory is largely based on the work of Edward E. Lawler III for many years, a professor of organizational Behaviour and Director of the Center for Effective Organizations, at the University of Southern California (D.S. Pugh, 1983: 199)

The diagram below shows the main features of the expectancy theory model:

As demonstrated in the diagram, the key variable in this theory is effort, which is the individual employees’ application of energy towards performance. But an individual ‘s efforts level, according to the theory, is influenced by three factors, namely,; efforts to performance (E               P) expectancy, performance to outcome ( P              O) expectancy and outcome valences.

       Expectancy theory states that employees motivation is influenced by all three components of the theory, and if one weaken, motivation also automatically weakens.

i)  Effort to Performance  (E           P) expectancy refers to a person perceived probability that his effort at work, for instance, will lead to a specific level of performance. Expectancy is defined as probability which ranges from  0.0 to 1.0. To illustrate the point, in some contexts employees will believe that they can accomplish a task (which is a probability of 1.0) while in others, they may expect than even their best effort will not result in the desired level or performance (a probability of 0.0).

For example, unless a person is a good soccer player, he will not be motivated enough to join a competitive football club. This is because even his best performance or effort will not impress the coach to hire him, which implies that there is very low E             P expectancy (or probability of 0.0). But if the individual is a good footballer, he will have the motivation to join the club because of his conviction that his performance will convince the coach to sign him on as a player ( a probability of 1.0).

ii) Performance to outcome (P             O) expectancy is the perceived probability that a specific behaviour or performance level will lead to specific outcomes. This probability is desired from previous learning experiences. For instances, students generally learn that missing classes either damages their chances of obtaining good grades or that it has no effect at all. Sometimes, employees believe that accomplished a specific task (performance) will definitely lead to a desired or particular outcome  ( a probability  of 1.0) or that even their successful performance will have no effect at all on the outcome (a probability of 0.0).

Normally, there are too many outcomes to any given work activity and as a result, people do not evaluate every possible outcome, but concentrate on those that are of interest to them at any given period. For examples, an employee’s motivation to complete a task on time or as expected may be due to the desire to knock off early from work in order to have a drink with friends. At other times, the motivation could be due to the expectation of a promotion or pay rise.

An important consideration here is that a person’s motivation depends on the probability that a particular or task performance level will lead to outcomes that he wants. 

iv) Outcome Valences, refer to the anticipated satisfaction or dissatisfaction that a person has towards an outcome. Valence is expressed in terms of positive or negative outcomes which may range from – 1 to +1 or from -100 to +100. outcome valences are determined by the strength of people’s basic needs that are determined by the strength of people’s basic needs that are associated with that outcome. In this respect, outcomes have a positive valence when directly or indirectly, they lead to the satisfaction of people’s needs. They have a positive valence when they inhibit the fulfillment of a need.

For example, if someone has a strong social relatedness or belongingness) need, he may tend to value team activities which facilitate the satisfaction of this need. Outcomes that detract the individual from fulfilling his social needs, such as the requirement to work in a lonely environment will have a strong negative valence. Employees in marketing could be motivated to achieve high sales of merchandize in a particular period, simply because it gives each one of them a good feeling, which is a direct of realizing the need for growth. An individual may also want to become the top most management consultant because that will gain him recognition and respect in the wider society, thereby meeting his social needs.

The table below summarizes the practical applications of expectancy theory .

	Theory Component
	Objective
	Applications 

	1. E              P expectancies
	To increase the belief that employees are capable of performing the job successfully.
	. Selecting people with the required skills and knowledge.

. Providing required training and clarifying job requirements.

. Providing sufficient time and resources to employees.

. Assigning simpler or fewer tasks until employees can master them (this is also called shaping)

. Providing examples of similar employees who have successfully performed the task. 

. Providing counseling and coaching to employees who lack self – confidence.

	2. P             O Expectancies.
	To increase the belief that good performance will result in certain.
	

	
	Valued outcomes
	. Measuring job performance accurately,

. Clearly explaining the outcomes that will result from successful performance

. Describing how employee’s rewards were based on past performance, 

. Providing examples of other employees whose good performance has resulted in higher rewards.

	3. Valences of outcomes
	To increase the expected value of out – come resulting from desired performance
	. Distribating rewards that employees value

. Individualizing the rewards (through variety)

. MInizing the presence of counter – valent outcome


Source: Mcshane and Von Glinow (2003: 144)

According to some organizational behaviour exports, expectancy theory has proved to be a difficult model to test in practice because it must recognize almost every possible performance level and outcome that employees can imagine. Some critics have even suggested  expectancy theory is culture – bound become it makes western – oriented assumptions that employees have strong feelings of personal control over their lives. They have argued that in other cultures, especially the Asian ones, such assumptions may not be correct. Others have claimed that the theory only applies to individual motivation and  as such, it does not work in cultures where people place a higher value on group membership. Bust some have claimed to the contrary, that expectancy theory does not assume that people have complete control over their lives,    

E              P expectancy varies directly with the employee’s perceived control over the work situation.    

To those who have argued that the theory is not applicable to group dynamics, the apologists have counter – claimed that it also applies to team and organizational out comes and not restricted to individual performance.

Overall, however, expectancy theory seems to offer one of the best models available for predicting work effort and motivation.

b) Equity Theory

Box 7 tries to illustrate the operations of equity theory in the work place by using a real – life example.

	Box 7 – The dynamics of equity theory

“ Tracy Jones worked through a temporary employment Agency in Milwankee (USA) preparing furniture and appliances for shipping. One day Jones her male co – workers chatting about what good pay they were getting for such easy. When she asked them what they meant, Jones was shocked to learn that the men who came from the same temporary agency where paid $ 1.12  an hour more than she was the agency denied that they paid Jones less, but pay (Ships) provided by some co- workers clearly showed otherwise. Jones, the only wonman in the group received lower pay than the men, even though they performed similar work and had no more seniority”.

This unfair situation promoted to file a pay discrimination complaint with the equal employment opportunity commissioner (EEOC). This incedent showed that Jones felt an emotional tention created by feelings of inequality, which motivated her to act on those motions

Source: Mcshane and Glinow 2003: 146


Equity theory therefore is a preposition that tries to explain how people develop perceptions of fairness in the distributions and exchange of resources. In other words, it explains what people are motivated to do when they are in a situation where they feel unfairly treated (Mcshane and Glinow) p. 146.

The following are the main elements of equity theory:

i) Outcomes / Input Ratio

The outcome input refers to the value of the outcomes received, divided by the value of inputs provided in the exchange relationship. Such inputs may include efforts, skills, experience, period of service, performance result and other employee contribution to the organization. For employees, these inputs constitute their investment in the exchange relationship with the employer, for which they expect a fair or equitable return. 

Outcomes are the rewards employees receive from the organization, in exchange for the inputs which may be in form of promotions, pay rises, recognition/respect, fringe benefits etc. inputs and outcomes are weighted in accordance with their value to the employee though the weighting differs from person to person. To some individuals, seniority may matter more while to others it could be the perks that go with the job. 

Equity theory, therefore recognizes that people value outcomes differently because they have different needs.

ii) Comparison Other

People have a habit of companying their situation on the job with what is called “a comparison other,” although the theory does not actually specify or identify this comparison other. But it could refer to another employee, a team, or even comparing a person’s current circumstances with the past. It could even be another person doing the same job, in another job or in another organization. Ordinarily, however, people tend to compare themselves and how they are valued by their employer with others who are nearby and in a similar position, with probably the same back ground. This is because, it is easier to get the needed comparative information about fellow employees than those working in other organizations. 

People in very senior corporate positions like chief executive officers usually have as direct comparison within the organization and as such, they have a tendency to compare themselves more with their counterparts in other organizations, to judge how they are valued and rewarded where they work. For most people, the comparison other differs from one people to the next and sometimes, it is not so easily identifiable. 

iii) Equity Evaluation

People are said to form an equity evaluation after determining their own outcome/input ratio and then comparing with the comparison others’ ratio. For example, a worker will experience what is called under reward  inequity, when the comparison other is a fellow  worker who receives higher outcomes, like pay, for the same effort, qualifications or experience. The equity conditions refers to the perceptions that an individual’s outcome/input ration similar to that of co – workers and reward similarly. Over reward inequity takes place when some employees receive more outcomes (such as higher pay) than their college agues doing the same job with similar efforts.

The equity theory model takes into account the fact that people make more complex equity evaluations when their comparison other have different outcomes and inputs. And since the model compares outcome /input ratios and not just amounts or qualities, it means that equality can occur even where the qualities of inputs and outcomes are not equal. For instance, employees will feel inequitably treated when they apply themselves to the job more than the comparison other and proportionally receive higher rewards as a consequences.

iv) Consequences of inequity.

According to research results, on this subject, people get an uncomfortable emotional tension when they judge themselves to be in a position of inequality. If this tension is strong enough, iit will motivate employees to take measures to reduce the feeling of inequity through the following mechanisms, firstly, they will try to change the inputs. Employers who perceive themselves to be under warded will tend to reduce their effort and performance as long as the outcomes do not affect their salary or wage. Over rewarded  employees may increase their inputs, through not very common, by working harder and producing more in terms of goods and services.

Secondly, changing outcomes is an activity resorted to when people with under rewarded  inequity ask for more desired outcomes, such as pay. If such requests are denied, the employee could be compelled to join a trade union to fight better salaries or wages. Thirdly, employees may be forced to change perceptions by distorting inputs  and outcomes in order to restore equity in their feelings. For example, overpaid workers can resort to this strategy as it is easier to justify their over reward by exaggerating the value of their inputs such as knowledge, seniority and experience.

Fourthly, employees will try to leave the inequity situation by moving away from a place where they feel to be unfairly treated in order to reduce their perception of inequity. They can do this by resigning, going on study leave, seeking a transfer etc. 

Fifthly, employees may act on the comparison other to minimize feelings of inequity. In this respect, they could attempt to restore equality by changing the comparison others inputs or outcomes. For instance, if a worker is over rewarded, he might encourage the underpaid colleague to work at a more relaxed pace. On the other hand, if an employee believes that he is under paid, he could suggest that the better paid counterpart does most of the work as a compensatory measure.

Lastly, employees will resort to changing the comparison other, if they do not succeed in changing the outcome/input ration. This could be done by completely doing away with the current comparison other with someone else having a more compatible outcome/input ration.

Equity theory has had a lot of support in research and application. Organization behvaiour experts have used the model to explain why, for example, people become hostile and un co –operative at work, steal from their employees, absent themselves from work, etc. One important lesson from this theory is that we need to continuously treat employees fairly in the distribution of organizational rewards. If the perception of inequity persists, employees will tend to put less effort in the job, or in extreme cases resort to bad behaviours, like the ones already mentioned above in order to move away from the inequity situation. Consider the following conversation between two employee,” I am paid K10, 000, 000 per month, while you are paid K1, 000, 000. The difference between our salaries is only a few zeros. Everyone knows that zero equals nothing. So, what is your problem?”       

c) Goal setting theory

Goal setting is the process of motivating employees and clarifying their role perceptions by establishing clear performance objectives or targets. Goal setting is said to enhance employee performance in two ways; firstly by stretching the intensity and persistence of effort and secondly, by providing employees with clear and straight forward role perceptions so as to channel their efforts towards behaviours that will improve work performance.

A number of organizations applying goal setting iin a process known as management by objectives (MBO). Generally speaking management by objectives beings by identifying organizational goals, which are then shared out to various work units and individual employees as performance targets. Though MBO has received some criticisms for creating too much paper work as a result of numerous meetings and report writing, it can nevertheless be a reasonably effective way of applying goal setting theory.

Organizational behaviour scholars have identified some specific characteristics that help in maximizing task effort and performance in the realization of goals. Therefore, the characteristics of effective goal setting are as follows;

i) Goals must be specific

Employees will tend to exert more effort into a task activity when they work towards specific targets, which are not ambiguous, as these help in communicating precise performance expectations. This is of considerable assistance to employees in directing their work efforts more efficiently and reliably.

ii) Goals must be relevant

Goals are perceived to be relevant to the performance of an employee’s task, when they are within his control. For example, a goal to reduce the volume of waste products in an organization will have no value if employees have limited control over the generation of that waste, in the production process.

iii) Goals must be Challenging

Employees will generally exert intense and persistent work effort when they feel they have challenging instead of very easy goals to achieve. Challenging goals also tend to satisfy a person’s need for achievement or growth, particularly when that goal is realized.

iv) The must be commitment goal

In certain cases, goals can be so daunting in their challenge, such that some employees lose commitment to their achievement, because the task becomes too complicated to  accomplish. This eventually can result in a dramatic reduction in production or performance. Using expectancy theory, some studies have revealed that, the lower the

E           P expectancy that the goal can be achieved, the less committed or motivated the employee will be to the goal.

v) Participatory goal formation

An important strategy to build or maintain commitment to goals is by ensuring that workers are involved in the goal – setting process. Participation also tends to enhance goal commitment as employees take ownership of the goal. Such commitment will be less likely with goals that are merely assigned by superiors without employee involvement in their formulation.  

vi) Goal Feedback 

Goal setting requires measurable or quantifiable feedback to enable employees know whether they achieved the goal or are properly directing their efforts towards it. Feedback is also imperative fro motivation because people’ growth needs cannot be fulfilled unless they receive information on goal achievement.

Goal setting theory has received some criticism due to a number of limitations. In the first instance, when goals are tried to financial incentives, some employees may resort to selecting easy rather than challenging goals. Employees could even pursue, what are known as negotiated goals with their supervisors. They are called negotiated goals because they have already achieved and merely used as a smokescreen to favour certain employees whose performance efforts are nevertheless lower substandard.

Secondly, the theory cannot be applied to every performance dimension of a job. This is because some jobs have difficult to measure, complex and long – term performance outcomes. Consequently goal setting sometimes focuses employees on a narrow subset of short – term performance indicators. In such cases, the theory may cause more performance problems in the long – term than it solves in the interim period. 

Despite the few criticisms, goal setting has become one of the tried and tested theories of organizational behaviour, which is widely supported by research and has been found to be generally successful in its application.

CHAPTER 7

6. INTERPERSONAL AND GROUP DYNAMICS

Interpersonal and group dynamics generally refer to the relations between people and within groups/teams, including how these develop and are managed overtime in order to enhance organizational performances and effectiveness. In conformity with the course context, only two aspects of their broad dimension are going to be considered in this discussion and these are group/team dynamics and leadership.

6.1. GROUP /TEAM DYNAMICS 

This largely concerned with the formation of group or teams, how they develop, mature and change in response to external and internal environment influences and contingencies and how the people within them relate. The terms group and team are used interchangeably, because although there are some minor differences, they usually tend to mean the same thing. Charles b. handy Simplistically defines a group as “any collection of people who perceive themselves to be a group “ (1980: 144) David Nadler (1998) defines groups as people with a unifying (and purposeful) relationship.

However, several people in a social place like a pub, meeting by random chance, is not a group, although they could be interacting (talking), have a common unifying purpose (drinking and socializing) and are aware of each other. But suppose you place these some people in an emerging situation, like for instance being trapped by a fire in their drinking place, it is most likely that this random assemblage of individuals will then become a group. They will also begin to have a collective identity since they will start perceiving themselves as a group with the primary objective of getting safely out of the fire.

In current usage the term group seems to have become somewhat outdated, in preference for the term teams, which are quickly replacing individuals as the building blocks of organizations. Teams have been defined as “groups of two or more people who interact and influence each other, are mutually accountable for achieving common objectives and perceive themselves as a social entity within an organization “ SA Mohrman, S.G. Cohen and A. M. Mohrman, Jr: 1995, 39 – 40). All teams exist to fulfill a certain purpose and members of teams are held together by their inter-  pendence and desire for teams are held together by their interdependence and desire for collaboration to achieve common goals. Teams require some form of communication to enable members co – ordinate their efforts and share similar objectives.

Members in a team influence one another but some tend to be more influential than others in terms of power and directing the activities/ tasks of the team to desired ends. It has been argued that all teams are groups whereas not all groups are teams, become some group are merely people assembled together. For example employees who regularly meet for lunch can hardly be called teams, since they have very little or no task inter – dependency, (as each individual could just as easily have lunch alone, with no adverse task consequences). In addition some groups have no purpose beyond their facilitation of social interaction.

The two terms are therefore used interchangeably largely because one merely seems to be an increasingly old fashioned name for a mostly similar phenomenon, which is always evolving and developing as organizations change in response to globalization another environmental pressures which have also affected workplace behaviour and operations. Consequently, in most contemporary organizational settings, the major focus is on teams, partly because these have largely replaced groups in most business contexts and textbooks. As already attitude to above, in this discussion, the two terms are going to be used synonymously. Box 8 below illustrates the increasing importance of teams in many business organizations.

	Box 8: Teams

Teams are replacing individuals as the building blocks of Organizations. Darmlerchrysler has organized employees from engineering, marketing, purchasing and other departments into product innovation teams to design and manufacture new vehicles faster and more efficiently. At SEI Investment near Philadelphia, employees work in an open space with desks on wheels so that they can form “on – the – fly” teams for specific investment projects. AES corporation, the Virginia – based global power company, relies on teams to operate entire power stations. Flexible Steel lacing company in Downers Grove, Illinois, has reorganized its employees into autonomous teams that have almost total control over manufacturing a complete product group.

R. Kulwiec “Self – Managed Work Teams – Reality or fad” in material Handling Management – strategies for Top Management Strategy (2001: pp 20 – 22)


6.1.1. Types of Teams/Groups. 

The types that are presented here are mostly team and not necessarily group oriented. The different types of teams and other groups in organizations are; self – directed work teams (SDWTS), quality circles, tasl forces, vrtual teams and informal groups. 

a. Self – directed Work Teams (SDWTs)

As the term implies, self – directed work teams are largely automouns work groups, which are cross functional in nature (i.e. the employees have diverse and complementary skills, knowledge and experiences) and are in control of their own operations, with very little direct supervision from line management. They are configured around work processes that are responsible for completing an entire piece of work involving inter – dependent tasks. Iin addition, they have considerable independence over the execution of their tasks.

Therefore, SDWTs have control over operational inputs, world  flow and outputs. This means that they have total responsibility for starting and completing an entire piece of work, assigning tasks to members, resolving their own problems and receive team – based feed back and rewards from management.

b. Quality Circles.

When employees belong to secondary terms which parallel their more permanent positions in the organization, they are said to belong to what are called quality circles. These are usually small teams of employees, who meet briefly each week to identify quality and productivity problems, propose solutions to Management and consequences of these solutions in their work area. Normally quality circles are permanent teams, which may include co – workers in the same work unit.

c. Task forces

Task forces or ad – hoc terms are temporary groups, which are fprced to provide solutions to problems or complete short – term projects. After accomplishing their task, they are usually disbanded. For instance, in Zambia there is the Task Force on corruption, which is supposed to disband after it has completed its work of investigating and prosecuting those accused of corrupt practices, while serving in public offices.

d. Virtual Teams

These are cross functions groups which operate across time, space and organizational boundaries. Members of such teams operate through the use of information technologies like e-mail, video conferencing, internets and other electronic communication media (D. Robey, H.M. Khoo and . Powers; 20000: 60 – 65).

Virtual teams benefit from what is called the low of telecoms, which states that as the web of computer networks expands; distances will shrink and eventually become irrelevant. Computer connectivity has therefore, strengthen bonds among team members in different locations all over the globe. Emerging trend towards knowledge based instead of production – based work has also made virtual teams feasible. As globalization becomes a reality in many organizations, the only way that complex operations, which span national boundaries and cultures can be effectively co – ordinated is through virtual teams, among other strategies.

Box9 below illustrates how a typical virtual team operates. 

	Box 9 : Virtual Team in operation

When Roger Rodrigues goes to work each day at Bakbone Software in San Diego (California), the client service senior engineer typically picks up customers – support problems passed on from colleagues in Lanham Mary land (USA) and Poole, England. At the end of his work day, Rodriguez passes some of his projects on to Bakbone co – workers in Tokyo (Japan). Rodriguez must be sure the instructions he sends on to Tokyo are clear because oversees co – workers can’t ask him questions in the middle of the night in San Diego. Rodriguez also admits that working with distant team members has its challenges, because, “ you don’t have the time for open – ended conversation ….. you can’t informally brainstorm with someone” through the computer.

Source: s. Alexander “Vitural Teams Going Global” in infoworld (2000: p 55) 


e. Informal Groups

Organizations, in addition to formal groups and teams, also consist of informal groups that exist primary for the benefit of their members. An informal group usually refers to two or more people who interact for the purpose of meeting their personal rather than organizational needs. Informal groups are not created by line management, although their structure might be influenced by the existence of formal groups and teams. They ten to create ands shape their own communication channels and values that support or oppose organizational values and culture. Informal groups, in most cases are formed out of convene to members or the need to affiliate (socialize).

Two  types of informal groups have been identified and these are; 

i) Coalitions:

A coalition tries to influence individuals outside the group by pooling the resources and power of its members. By loosely coming together, coalition members acquire more power than of each person worked alone to influence others or mobilize support for his or her position.

ii) Communities of Practice

Such informal groups are held together by shared expertise and a desire for a particular activity of interest. For instance, people with a common interest for gender issues, could meet once in a while over a drink to share their expert knowledge and exchange information on particular technical aspects related to the problem. Communities of practices sometimes extend beyond organizational boundaries, in which case they operate like virtual teams by communication through cyberspace by use of information technology.

6.1.2. Purpose of Teams/Groups

Why do people spend so much of their time even lives in groups of one kind or another? According to research reported by Charles B Handy, “ on average manager spend 50% of their working day in one sort of group or another. Senior executives can even spend 80% of their time in groups “(C.B. Handy: 1980, p 145). Although most people, spend so much of their lives in groups, to some of them they are merely a nuisance to be tolerated and a hindrance to effectively work and organizational performance. But to those who thrive in groups or teams, they are considered a necessity because they evoke democratic principles of participation and involvement in organizational activities and decision making in particular.

Groups or teams, as already stated above, vary from the formal to the informal and they permanent or temporary. They are liked or loathed by their members as a waste of time, because they can act as an effective mechanism for blocking and obstructing new ideas (such as commissions of inquiry in Zambia) or the best way of putting them into practice (like the Task force on corruption was supposed to operate in bringing suspects speedily to trial).

Organizations use groups/teams usually for the following major purposes;

i) For the distribution of work.

This is done by bringing together people with a set of skills, talents and responsibilities and allocation to them their specific functions. 

ii) For the management and control of work 

Teams or groups allow work to be organized and controlled by appropriate employees with responsibility for a range of task activities or work processes.

iii) For problem – solving and decision making

This dimension entails bringing together a set of skills, talents and responsibilities, so that the solution to any problem will have the available knowledge and competencies applied to its resolution.

iv) For communication and information processing. 

Groups or teams facilitate the conveyance of decisions and information to those who need to have it for particular organizational purposes and activities. They also help in data and information gathering about specific

v) For co ordination and liaison

Teams or groups are useful for co coordinating activities and issues which are cross – functional such as those involving various functions, department, divisions etc

vi) For testing and ratifying decisions

They are used for testing the validity of decision taken outside the group/team or to ratify such decisions so that they become acceptable to group members.

vii) For increased commitment and involvement.

Teams or groups tend to allow and encourage individuals to get involved in the plans and activities of the organization by providing a plat form for employee participation.

viii) For negotiations and conflict resolution

They are used to resolve disputes or conflicts between various organizational levels, departments, divisions or functions.

ix) For inquest or inquiry into past

They are used to find  out what happened in the past to enable people better understand and appreciate current situations or conditions.

It should be noted that these purposes are not mutually exclusive, because in practice they do overlap or combine depending on circumstances. Recent organizational behaviour scholars with a preference for team rather than group dynamics have reduced them about six.

6.1.3. Reasons why People join Groups/Teams

6.1.4. Group /team Effectiveness

6.1.5. Determinants of Group/Team Effectiveness

6.1.6. Group /Team Norms

Group/team nouns are the informal rules and expectations that are established by groups/ teams to regulate the behavior of their members. Normally, they guide members, for instance on the proper manner to handle clients or customers, how resources are shared, when to knock off from work and so on. Norms may either ensure that employees support organizational objectives or vice versa. For example the degree to which employees absent themselves from work is partly determined by norms in the work place. This implies that employees will have a tendency towards absenting themselves or absconding from work, if they are members of groups /teams which condone this form of behaviour.

Norms develop when group/team members realize that certain behaviours assist them to junction more effectively. For instance, the group or team leader may from time to time remind employees about the importance of treating customers with respect and dignity in order to gain their confidence and retain their custom. Members could also develop norms to reduce the risk of fire, by preventing smoking in the work place, especially if one of them was infured as a result of a fire resulting from carelessness I handling flammable materials.

In addition, team or group norms are influenced by events soon after the team is formed. In this respect, future behaviours of the members maybe determined by the way employees in a recently created team initially greet each other, where they sit when in meetings, how highly qualified people are treated and soon. Other influences on norms are the values and beliefs that each person brings to the team or group.

Groups /teams usually exert a lot of pressure on their members to conform to the prevailing norms. They do this in a number of ways, such as, ostracizing intransigent individuals, treats to terminate the membership of deviant individuals, and giving them unpleasant tasks as a form of punishment for their non – conformity. Norms are also reinforced positively through praise for being a co – operative member, providing loyal members more access to valid resources and rewards to motivate them. Sometimes, however, members will conform to existing norms voluntarily because they identify themselves with the group/ team and align their behaviour with the prevailing values.

Box 10 below provides an example off how teams/ groups compel members to conform to the existing norms in the workgroup.

	Box 10: 

Everyone has experienced peer pressure at one point or another. Co – workers grimace if we are late for a meeting or make sarcastic comments if we don’t have our part of the project completed on time. Iin more extreme situations, team members may try to enforce their norms by temporarily ostracizing devacant co – workers or treating to terminate their membership. This heavy – handled peer pressure isn’t as rare as you might think. One survey revealed that 20 percent of employees have been pressured by their colleagues to slack off at `work. Half of the time, peer pressure occurred because colleagues didn’t want to look like poor performers against their more productive co – workers.

Source : C. A. Kiesler and S. B. Kiesler, conformity (1970) 


In a group/team, dysfunctional norms can be corrected or removed in a number of ways, such as;

i) introducing performance – based norms as soon as the team is established,

ii) selecting members who will bring positive or desireable norms to the group/team,

iii) introducing team based rewards to counter the emergence of negative norms, 

iv) in extreme cases, the only option may be to disband the group/team and replacing it with another, with people who have positive norms.

6.1.7. Team Roles and Team Cohesiveness

Roles can be said to be sets of behaviours that employees are expected to perform through the positions they hold in the team/group. These roles, firstly, help to focus the team/group on its objectives; secondly, assist to maintain good working relations among employees and lastly; are used to formally assign tasks to specific individuals.

On the other hand, team/group cohesiveness is the extent  to which people feel attracted to the group/ team and their motivation to remain as members. Cohesiveness is cardinal to the team’s /group’s success in the performance of its various tasks.

Some of the factors that influence team/group cohesiveness have been identified as:

a) Member Similarity

Homogenous groups/teams tend to become cohesive more quickly and easily than heterogenous because, employees in former usually have similar backgrounds and values. This makes it easier for them to agree on gaols, the means for realizing them and the rules developed to maintain appropriate group behaviour. 

b) Team Size

Smaller sized teams/groups are more likely to be more cohesive than larger ones, because it is far easier for a few employees to agree on objectivies and integrate their work activities. However, the continued failure of a small team/group can easily undermine its cohesiveness as members will begin to question and doubt the groups/ teams ability to satisfy interaction.

c) Member Interaction

Teams/groups tend to be cohesive when members interact with each other fairly regularly. Such interaction occurs when members perform highly interdependent tasks (W. Piper et al; 1983: 94 – 106) 

The absence of face to face interaction makes quite difficult for team/group members to feel a common bond, even when they work effectively, for instance in virtual teams using information technology.

d) Somewhat difficult entry 

It has been observed by some organizational behaviour scholars that teams/groups are likely to be more cohesive when entry to them is restructed somewhat. This is because, the more exclusive and elitist the group/team is, the more prestige it confers on its members and the higher the chances of members valuing their association or membership in it. Old members in the unit will also tend to be more welcoming to new entrants after they have passed the task, mainly because they also had the same entry experience

e) Team success

When the group/team has a track record of success in whatever it does, cohesiveness will also tend to be enhanced because people because people naturally want to be associated with success. 

f) External Competition and challenges

Group /team cohesiveness is likely to increase when members are exposed to external completion (i.e. them versus us) or a cherished objective is challenging, such as a threat from external competition or even friendly competition from other teams or groups. Such a situation has a tendency to enhance cohesiveness since employees will value the team’s /group’s ability to overcome a threat or competitor that they can not match as individuals. However, there is also tendency for teams and groups to become less effective when threats from the external environment are too severe, and insurmountable. The stress that this can place upon team/group members is likely to adversely effect its performance and even cohesiveness I the long run.

Therefore, in order to maintain its existence and relevance, every team/group should have some minimal degree of cohesiveness. Employees in highly cohesive units will be motivated to maintain their membership and assist the team/group to work more effectively. Such employees are also normally quite sensitive to colleagues’ needs; they develop better interpersonal relations, which help in reducing disruptive conflicts. But in conflict situations, members in highly cohesive units are better placed to resolve their differences expeditiously, if not effectively.

In comparison with low cohesion teams/groups, individuals in high cohesion teams/groups spend more time together, share information more` frequently and are more satisfied with each other. They provide each other with better social support in stressful situations (C.A. OReilling IIIet al; 1989: p. 27) 

6.1.8. Team Building

According to W. G. Dyer (1987: 11) team building refers to any formal activity that is meant to improve the development and functioning of a work team. Although team building is sometimes applied to newly established teams or groups, it is however more common among well established teams or groups, which have releverted back to earlier stages of development. This process is mainly undertaken when the team/group has experienced high employee turnover or members have lost sight of their roles and group /team goals.

There are four major types of team building as follows.

i) Role Definition

This process tries to encourage team members to describe their perceptions of their own roles in the group/team including the perceptions they have of other members of the unit. After discussing these perceptions employees are expected to revise their roles and work towards “ a common mental model of their respective responsibilities (Beer, 1980: 145 – 146)

ii) Goal Setting

This intervention is undertaken in order to clarify the teams/group’s goals, increases the commitment and motivation of employees to realize those goals and put in place a mechanism for systematic feedback on the teams performance in accomplishing its work activities. This process is not very different from goal setting theory already presented elsewhere, other than that the theory is applied to teams/groups instead of individuals.

iii) Problem Solving 

Problem solving “examines the team’s task related decision – making process and identifies ways to make it more effective “T.G. Cummings and C.G. Worley: 1997, 218 – 219). In this process, every stage of decision making is examined, like for instance how the team/group identifies problems and searches for alternatives before arriving at a decision. To enhance their problem solving competencies, teams may participate in simulation exercises which involve decision making in a hypothetical context. In addition to enhancing their decision – making capabilities, problem solving activities also tend to improve interpersonal relations.

iv) Interpersonal processors

This is undertaken in an attempt to build confidence and open communication among employees by identifying and resolving hidden agendas and misconceptions which some individuals may have. Such activities include what are called dialogue sessions where members engage in discussions in order to develop a common mental model of the ideal team process. As they gain awareness of each other models and assumptions, employees eventually begin to form a common model for thinking within the team. (P.M. Senge: 1990, pp 241 – 247).

It has been conclusively established whether team building is actually effective in improving group/team effectiveness. Some organizations, such as Coca – cola, Deloitte Consulting and Staffordshire county in the United Kingdom have at one point or another introduced these activities, with mixed results. What is true is that some team building activities have been successful while others have failed depending on the context and conditions prevailing in the organization or team.

Team building is not a universal panacea to problems that teams/groups normally undergo. Each team/group will have its own particular problems, which will need unique and not general solutions. In addition, if there is a mismatch between team needs and the team building intervention introduced, then the team is not likely to improve its effectiveness.  

6.1.9. Problems of Teams/Groups

Some of the problems associated with teams an groups have been categorized as follows;

a) Although teams/groups can sometimes bring a competitive advantage to organizations, they may not always be needed. This is because in some cases, using one individual could more appropriate and effective in performing a particular task than using a group.

b) Teams/groups are very expensive to maintain largely because it takes a lot of time and effort to develop and sustain them overtime.

c) Teams/groups need an appropriate environment in which to develop and flourish. Therefore, just assigning employees to groups/teams without first changing certain environmental factors might not improve team/group effectiveness, especially in terms of performance. 

d) Social loafing

Social loafing has been identified and defined by some Organizational behaviour scholars as a situation whereby employees put in less effort or usually perform at a lower level when working in groups/teams than when working alone. This phenomenon is more likely to occur in large groups/teams when individual employees output is difficult to identify measure or determine accurately. Conversely, it seldom occurs in conditions where the task is interesting, when the group/team goal is considered important. It is also less likely to occur among members with a strong collective value, which promotes cohesiveness.

CHAPTER 8

7. LEADERSHIP 

What is leadership? Leadership is one of those complex issues that is not yet precisely defined. What, however, many scholars on the subject agree with, is that fact that leadership do not necessarily occupy specific position, because anyone can be a leader throughout the organization. Lets begin our discussion with a “leader prayer.”

	Box 11 A leader’s Prayer

“ Dear Lord, help me to become the kind of leader my management would like to have me be. Give me the mysterious something which will enable me at all times satisfactorily explain polices, rules, regulations and procedures to my workers even when they have never been explained to me. 

Help me to teach and to train the uninterested and dimidiated without ever losing any temper or my patience. 

Give me that love for my fellow men which passes all understanding so that I may lead the recalcitrant, obstinate, no – good worker into the paths of righteousness by my own example and by soft persuading remonstrance, instead of busting him on nose.

Instill into my inner being tranquility and peace of mind that no longer will I wake from my restless sleep in the middle of night crying out, ‘ what has the boss got that I haven’t got and how did he get at?”

Teach me to smile if it kills me.

Make me a better leader of men by helping develop larger and greater qualities of understanding, tolerance, sympathy, wisdom, perspective, equanimity, mind – reading and second sight. 

And when, Dear Lord, than has helped me to achieve the high pinnale my management has prescribed for me and when I shall have become the paragon of all supervisory virtues in this earthly world, Dear Lord, move over. Amen.” 

Charles B. Handy (1980; 89) 


 Although it is an elusive concept, leadership for purposes of this discussion, can continuously be defined as the process of influencing people and providing an even organizational goals. Effective leaders are those who help people to define their goals, and find ways to accomplish them. They use power and persuasion to ensure that the followers have the motivation and role clarity, to achieve specified goals (P. Selznick, 19957: 37).

They normally also organize the work environment, such as, allocating resources and improving the patterns of communication so that employees can more easily achieve organizational objectives. However, irrespective of how it is defined, one study found that, only 8 percent of executives in large firms think their organizations have enough of it most are concerned about a lack of leadership talent (H. Hardfield – Jones, 2000: 120 – 123).

The interest in leadership has resulted into a very large volume of interacture, most of this literature has been reduced to five major categories or perspectives on leadership. These are, competency (trait), behavioural, contingency, transformational and romance perspectives.

In studying leadership, some scholars have concentrated on the traits (characteristics) of the so – called great leaders, while others have looked at their behaviours fairly recent studies have viewed leadership using a contingency approach, which is determining the appropriate leadership behaviours in various settings. There is also a current perspective which is that leaders transform organizations through their vision, communication and ability to build commitment in employees or people. A developing viewpoint sees leadership as being mainly a perceptual bias. (R. N. Kanungo, 1998: pp. 78 – 82. this refers to the distortion of reality and attributing events to leaders, when people feel more comfortable believing that a competent fellow is at the head of the organization. 

7.1. COMPETENCY (TRAIT) APPROACH

This perspective refers to a person’s competencies, such as knowledge, learned and natural abilities values personality characteristics including any other traits that result into better performance or superior leadership. Organizational behaivour scholars on this subject have identified seven competencies that characterize effective leaders and these are; 

1. Drive.

Drive refers to the leaders’ inner motivation and desire to release organizational goal, while at the same time encouraging employees to do the same.

2. Leadership motivation

This aspect refers to a leader’s need for socialized power in order to achieve organizational goals. In this respect, effective leaders are supposed to gain power so that they can influence others to achieve goals that which are beneficial to the organization.

3. Integrity

Integrity is one of the more important and valued characteristics of a leader. It is concerned with a leader’s degree of truthfulness and ability to translate words into deeds. In other words, employees want leaders that they can trust and respect.

4. Self confidence

The leaders’ beliefs in their own leadership skills and ability to achieve organizational goals is referred to as self – confidence. 

5. Intelligence 

Intelligence has been defined as “ the leaders’ above average cognitive ability to process enormous amounts of information “(Mcshane and Von Glinow:2003, 418). In this regard, leaders should be people with superior mental ability to enable them analyze alternative course of action and identify potential opportunities.

6. Knowledge of the business

This refers to the leader’s understanding of the organization’s environment in order to make more intuitive decisions. Intuition therefore helps them to recognize opportunities and understand their organizations capacity to utilize those opportunities.

7. Emotional Intelligence

Emotional intelligence is the leaders ability to monitor their own and other people’s emotions, to discriminate among these emotions and use the information obtained to guide their thoughts and actions in the organization. This aspect tends to require a strong self – monitoring personality since leaders ar4e supposed to be sensitive to certain situational signs in the environment, which signal the need for them to change or adapt their behaviour, appropriately. Leaders should also be empathetic, meaning that they must “feel with others” and possess the social skills required to network and build rapport among subordinates and colleagues.

There are some major concerns with the competency approach to leadership. The first one is the incorrect assumption that great leaders posses universal or similar characteristics with all of them being equally important in all situations. This is a simplistic new, because the concept of leadership is generally for too complex to be reduced to a set of traits applicable to all conditions. It is possible that competencies may not be important all the time. Some scholars have cautioned that some personal characteristics could influence people’s perceptions that someone  is a good leader, irrespective of wheter that person really makes any differences to organizational success.

For instance, individual who show traits such as integrity, self – confidence and drive might be classified as leaders simply because they fit people’s stereotype of what constitutes an effective leader. Despite such limitations, the competency approach to leadership, recognizes that some individuals have unique personal characteristics which give them a great opportunity to be good leaders. This approach does not necessary imply that great leaders are born and not developed, because these competencies only indicate “ leadership potential” and “ not leadership performance.”  

7.2. BEHAVIOURAL APPROACH

Table 12 shows in brief the origins of this perspective of leadership.

	Box 12 Origins of the Behaviour approach.

During the 1940s and 1950s, researchers from Ohio state University undertook an intensive study to answer the question” ‘what behaviours make leaders effective?” to this end questionnaires were administered to subordinate employees requesting them to rate their superiors on a wide range of behaviours. These studies, together with similar research carried out at the University of Michigan and Harvard Universities, come up with two categories of leadership behaviours from more than 1, 800 leadership behaviour items. These were people oriented leadership and task – oriented leadership.

Excerpted from G.A Yaki, leadership in Organization (1994) p. 60 


7.2.1. PEOPLE OREINTED LEADESHIP STYLE

Such a style of leadership includes behaviour, like showing mutual trust and respect to subordinate employees, showing a genuine concern for their needs, and demonstrating a desire to look out for employee welfare and listen to their suggestions. It also involves doing personal favours for subordinates, supporting their various interests whenever required and treating them as equal and not as inferior people.

7.2.2. TASK OREINTED LEADERSHIP STYLE

The task oriented leadership style refers to behaviours that define and structure work roles, assigning employees to specific tasks, clarifying their work process and procedures, ensuring that organizational rules and regulations are followed and encouraging them to perform up to their maximum capacities. It also involves establishing what is known as stretch goals, which can periodically be modified rather than static and unchanging ones and challenging employees to push beyond the high performance standards that are set.

To what extent should leaders be people oriented instead? It all depends on what kind of leadership is preferred by management in any given context. Normally, people – oriented leadership style tends to be associated with higher job satisfaction including lower absenteeism, fewer grievances and lower turnover among staff. It has been established by some studies that job performance is also generally lower than for employees with task oriented leader, because this kind of leadership takes a more lenient and relaxed approach towards organizational management. 

On the other hand, task – oriented leadership is associated with lower job satisfaction, higher levels of absenteeism and turnover among employees because of the stringent standards that are set for staff. As a result, this kind of leadership appears to increase organizational productivity and team unity.

Behavioural scientists have reported that these two styles of leadership are autonomous of each other. Certain people are high or low on both dimensions, while others are high on one style and low on the other. Most people however, fall somewhere, between the two extremes.  This assumption has led to the development of a popular leadership development programme called the leadership grid (formerly known as the management grid). This is a model of leadership developed by R. R. Blake (1991, p;61) and J.S. Mouton (1982: pp 208 – 209), it evaluates a persons’ leadership effectiveness in terms of their concern for employees and organizational productivity. In practice, participants asses their present levels of task – orient and people – oriented leadership and then they work trainers to achieve the maximum levels of concern for people production or the task. 

The limitation of the behaviour perspective is the assumption that high levels of both styles are best in all circumstances. But in reality the leadership style selected will tend to depend on the prevailing situation.

7.3. CONTIGENCY APPRAOCH TO LEADERSHIP

The contingency approach to leadership is premised on the  assumption that the most appropriate leadership style selected depends on the prevailing situation.  A large members of  contingency theories are based on the idea that effective leaders must both insightful and flexible (R. Tannew-baum and W.H. Schmidt: 1074:166). Leaders, must therefore have the ability to adopt their behaviors and styles to fit the immediate situation.  However, in practice, it is very difficult for leaders to know when and how to change their leadership style to match the current conditions.

The are several contingency theories  on leadership, among which the most important are path-goal theory of leadership, situational leadership model, fielder’s contingency model and leadership substitutes theory.

8.3.1. Path-Goal Theory of Leadership

The main perepective of path-goal theory is that effective leaders influence employee satisfaction and performance by ensuring that their need satisfacxtion is “contingent’  upon good job performance.  In doing this, leaders tend to strengthen the performance-to-outcome expectancy and valences of these outcomes by ensuring that workers who perform better at their tacks are allowed a high degree of nee fulfillment than those whose performance is below standard.

According to this theory, effective leaders are those who are able to steengthen the effort-to-perfprmances expectancy, though the  provision of the required support, imformation and any other resources needed by the employers to accomplish their tasts.  (R.J. Hose and T.R. mtchell, : 1974, 95-97).  Examples of some of  organizations who have used thus model is royal Dutch/shell and Xerox, both large mutinational dealing in oil and information processing, repectively.  At royal dutch/shell, there was introduced a leadership development programme whose major emphasis was that effective leaders created the enabling environment which helped subordinate employees to  realize their pontential in the work place.

At Xerox, the best performing self directed teams were those with leadership which gave first priority to a ranging organizational support for the team (M. Fulmer: 1998, 63-68). Path-goal theory, therefore advocates for what has been described as servant leadership (R.P. Vecchio, ed: 1977: 44-455).  The concept can be defined as the belief that leaders are there to  serve their  followers or subordinates.  This is done by trying to understand their needs while facilitating their effective job perfomance.

In other words, servant leaders do not vuew themselves as bosses in positions of power but as stewards who act as facilitators and coaches, in the process of gunding and influencing employee behaviours in the desired direction.  Such people tend to humble thelselves and so not view leadership a right, but rather as an obligation or service to fellow human beings.  Servant leaders are those who will for instance says, “ May I be  of help” to their subordinates, instead of expecting to “serve them.”

Pothgoal theory traces its orgins in the expectancy theory of motivation already discussed alse where in this text.  It was however, a scholar called Martin Evans, who  incor[prated expectancy theory into the study of how leaders behaviours influence employee perceptions of expactances (paths) between employee effort and performance (goals).  It was on the bases of this work that Rebort House and T.R. Mutche (1974, 83-89),  among others, developed and refined the theory into what become known as the contingency leadership  model.

The diagram below illustrates the main features of the path-goal theory of leradership.

(source: s. McShane and von Glinow-2003:423)

The table about outlines four styles of leadership and indentifies the contingencies which result into three key indicators of effective leadership.  These are; employee motivation, employee satisfaction and leader acceptance.  The leadership styles are the following:

(1) Directive

Under this dimension, the leader is the boss who provides the direction, sets the perfomance standards and goals and notes available the resources required for better perfomance by subordinates.  The leader will also from time-to-time resort to the judicious award of rewards and disciplinery action to punish or moticate employees.

ii) supportive.

A supportive is one who gives a lot of psychological support to employess.  He is generally friendly, approachello, mates the worl environment pleasant, treats subordinates with respect and dignity including showing concern for their safety and welfare.  This leadership style echoes the people-oriented personality already described earlier.

iii) Participative

This refers to leadership which is facilitative of employee involvement in decsion-,making.  The  hallmarks of this style are consultations with employess and ensuring that some of  their ideas are incorporated into organizational departmental  or even team decisions.

iv) Achievement-oriented.

Leaders who are achievement-oriented encourage subordinates to perform up to their fullest potential by sotting challenging goals, high perfomance stardards and showing confidence in the abilities of employees to accomplish their various tasks without  two  much close supervision and direction.  Goal-setting  theory is a close relative of achievement-oriented leadership.

Path-goal theory  is based  on the assumption that each one of the four styles of leadership will only be effective in some contexts or situations and not in others.The important contingencies which influence leadership are skills and experience and locus of control from the point of view of imployess; and  task structure and team dynamics as environmental determinants.  These will act on leadership behaviours, which will result in effective or ineffective leadership, depending on prevailing conditions.

a) employee Centingencies:

1) Skill and expences.

According to this demension, what is best particularly for employees who are inexpenced and not very skilled, is a combination of directive and supportive leadership.  This is because the former kinds to provide the needed information to employees about how to execute their tasks, while the letter helps them to adequately cope with the uncertainties of different work environments.  It has been argued that directive leadership may not be suitable, especially with employees who are skilled but lack expreince because of its emphasis on close supervisory control, which could be resented.

ii) Locus of control

People who believe that they have on internal locus of  central are said to prefer participative and achievement-oriented leadership styles, because they tend to have control over their work situation.  Consequently, a directive style will be resisted by there types of personalities as they will find it frustrating, while those with an external  locus of control (i.e, the one’s who believe in luck or fate) usually prefer to be directed and controlled under directive and supportive leadership.

b) Environmental contingencies

The environmental contingencies are task structure and team dynamics.  When tasks are complex and not routine, a directive leadership style is more suitable because it  tends to reduce role ambiguity, particularly among among employees who are not yet experienced on the job.  But where workers already know their jobs, because of their simple and repetitive nature, a directive style will have no effect other than being seen as un-called for central and supervision of employees.  In this case a supportive leadership style may be more suitable in order to help employes cope with their tendious and stressful jobs.

Participative leadership is better in situations where tasks are complex and not routine to provide employees with guidance and deedback because thee are very few riles and regulations to regulate their work.  It has also been argued that a participative leadership is irrelevant in routine work because employees already exercise a lot of discretion in performing their highly specialized tasks.

When team cohesiveness is low due to a variety of reasons, employess will be better served with a supportive leadership, which should also inculate positive norms to enhance cohesivensss.  A directive leadership style could also complement the supportive style by complling employees to adopt norms that build the team as a unit, in order to effectively achieved the stated goals and objectives.

Finaly, there have been rent inclusions to path-goal theory.  These are networking style of leadership and value-based leadership, which were also developed by Robert T.  House when he raised that pathgoal thory did not cover the work unit or the organization as a whole as it tended to concentrate solely on employee and supervisor relations.

Networking is a leadership process that recognizes that Managers and supervisors play a very significant political role as well.  In this respect, they are involved in networking activities within or without the organization in order to represent and justify the work of their units.  If leaders fail to legitimize the importance of otheir work units, it could even endanger their survival in the organiztion, because they will became irrelevant.

Value-added leadership refers to the type that can articulate a clear vision of the future, have a passionate desire to realize their dream, and show total commitment and self-confidence in their ability to attain the visualized golas.  This style is more or less similar to the transformational leadership style, which is still to come.

The importance of path-goal theory less in the recognition the effective leaders are those who adapt and change their leadership style depending on the prevailing situation.  It therefore provides practical advice on when a particylar leadership style can be used much more effectively and the contingency factors that should always be borne in mind.

The major draw-back with the theory is that there are too many contingencies, (with some still being discovered and added), which tends to note the model too cumbersome, to be  of any practical use to managers and supervisors.  For instance, low many managers would be able to  recall all the contingencies and the leadership styles that  go with them?

8.3.2 Situational leadership Model

The situational leadership model was developed by organizational scholars P. heresy and K.H. Blanchrd (1988).  It suggests that “effective leaders vary their style with the ‘readness of followers” (Ibid, p26), and this readness refers to complete a specific task,  Ability considers whether employees have the skills and knowledge to accomplish a task without a supervisor’s intervention or guidance.

Willingness refers to the employee’s sefl-motivation and commitment to perform assigned tasks.  The model identifies four leadership styles that match a particular situational condition.  These have been identified by Hersey and Blachard as telling, sellng, participating and delegating (ibid;31).  These catagories are distinguished by the  amount of directive and supportive behaviour provided by management.

Despite its popularity in some circles, the model has been dismissed largely for its internal incensisencies and  lack of empirical support to back the leadership assumptions made,  Critics have argued that the only one aspect of the  theory works, which is that managers should use the telling (i.e directive) style in situations when employees have  insufficient ability and motivation to effectively perform assigned tasks.

8.3.3 Fiedlr’s Contingency Model.

One of the earliest contingency theories of keadership is called Fiedler’s contingency model, developed by Fred E, Fiedler when he was Professor of psychology and management at Washington University.  His Studies on leadership concentrated on work groups rather than the organization perse.  The major assumption of the theory is that a leader’s effectiveness depends on whithers the individual’s leadership style is appropriately matelied to the pievaling situation.

Fiedler indentified two leadership styles, which are relationship motivated leaders and task-motivated leaders.  These appear to be similar people-oriented and task-riented leadership styles already discussed above.  According to Fiedler, relationship-moticated leaders obtain their major satisfaction from good personal relationships with other their self-esteeem depends on  how well other people regard them.  They are very sensitive and concerned about what members of their group feel and therefore they generally encourage subordinates to partiipate in group activities and decision-making, where their ideas are welcome and listened to (D.S., Pugh, 1984: 187).

Task-motivated leaders are those who are very concerned about sucessfuly completing any task that tey are  performing.  They enforce stringent management controls accompanied by clear instructions and standardized work procesures for subordinates.  The subordinates under this leadership style tend to feel more comfortable working in accordance with their supervisors’ specific guidelines and operational procedures (ibid: 187).

Fiedlers theory states that the best leadership style depends on the degree of situational control.  This is the extent f the power and influence that the leader

Possesses in any pasticular situation.  As a result. If a leaders very powerful, he will have greater influence and control over the work situation.  In other words, he will tend to be  less dependent on the  goodwill of others in order to be  effective and this will make his leadership task easier to manage.

Situation control is affected by three factors, which  Fiedler listed in their order of importance;

a) Leader-member Relations.

This dimension refers to leaders who have good relations with their group  members and are liked and respected.  Leaders with these attributes usually have more influence than those with poor relationship.  Fiedler argued that this was the most important single demension.

b) Task Structure

This demension refers to tasks which are clearly spelled out with specific guidelines and operational procedures, including those which are programmed, as they give the leader more influence on employees, then those which are vague, ambiguous and unstructured,

c) Leader’s Position Power.

Leaders who are able to reward and punish subordinates, through power to hire and five, set pay and discipline erring staff, will have more power and influence.  As a result, they will be in a more controlling and favourable situation than those who are the opposite.

The three contingency factors outlined above are the basis’ of eight possible combinations of situational favourableness from a leader’s point of view.  Situational favourableness according to Fiedler, is the extent to which a leader has power and influence (ibid: 188).  To this effect, good leader member relations, high task structure and strong position power create the most favourable situation for the leader as it enable than to have the most power and influence under those conditions (Mchane and Von Glinow: 2003; 427).  Fiedler further argues that the performance of a leader depends, as much, on situational favourableness as it does on the style of the individual holding a leadership position.  Consequently, the leaders style should be matched to the workgroup situation, and this leader-match, including its benefits can be  achieved by trying to change the leader’s style or changing the situation in which he operates.

Fiedler concludes by stating that” Sccessful organization are those which give each leader a good evaluation of his own and his groups perfomance and which makes him aware of the situations under which he peformance best.  The good leader will develop situations in which his leadrship is most likely to succeed” (D.S. Pugh, opcit; 192).

Although Fiedler has gained a lot of respect for developing the first contingency model with emphasis on leadership, his theoretical constraict has not been widely accepted for a number of rasons.  Firstly, his theory has been criticized for basing the two leadership styles, namely; people-oriented and task oriented on a questionnaire, which it has been argued does not measure these leadership styles well enough.  Secondly, Fiedler does not provide a rationale for arranging the  three situational control faction in a hierarchy of importance.  In other words, why should leader-member relations take first place over task structure and position power.

Thirdly, to some scholars, the situational control factors leader-member relationships is actually seen as an indicator of leadership effectiveness and not a situational factor.  Lastly, the theory proposes only two leadership constructs, when other models, such as path-goal theory are considerably  more elaborate on the score as they provide a much wider range of leadership styles. For people, especially in management to choose from.  As a result, the theory has  been dismissed for lacking empincal support for its propositions.

8.3.4 Leadership Substitutes.

The contingency theories presented above have one common thread running thorgh them and this is that the  leadership style adopted depends on the prevailing situation.  This is incontrast to the leadership substitutes theory whose main pre-occupation is the identification of contingency factors which either limit the leader’s ability to influence subordinate employees or renders that leadership style redundant.

According to this theory, when these substitutes conditions are present, subordinates will still perform their tasks effectively even in this absence of a superivisor or manager with a particular leadership style, scholars, such as Kerr and Jermier (1997;121-129), the main proponents of this theory have idenfified the conditions under which task-oriented and people-oriented leadership can be substituted.  For instance, reward systems based on performance lend to focus employees; efforts towards achieving the organization’s goals and as such, they may replace or minimize the need for task-oriented leadership, wih its emphasis on  strict supervisory control and direction of employees work activities.  It has also been argued that when employees are  highly skilled and expenced at their tasks, the need for task-orinted leadership makes similar propositions, such as the  statement that when employees are skilled and exprenced, the  directive leadership style becomes largely irrelevant.

As organizations, move away from the traditional commend and control management styles  reminiscent of the classical thinkers like Max Weber, Henn Fayol, and Frederick Tayloe, among others, and change towards team-based structures, leadership substitutes appear to have gained more credence.  A related but newer perspecture is that effective leaders help team members to “lead themselves through leadership substitutes.  “ (A.F. Elley and A. Randolph; 1997: 257).

Some schalars have suggested that co-workers are important leadership substitutes because of the role they usually perform which as orienting and coaching new employees a form of directive leadership.  Co-workers sometimes provide social support to colleagues which ultimately helps in reducing the amount of stress experienced by fellow employees.  If groups or teams have well-established norms that generally support overall organizational objectives, then there might be less need for co-workers by way of encouraging their colleagues to increase their levels of work performance.

The concept of self-leadership has in recent years been suggested as a potentially powerful leadership substitute, especially in self-directed work-teams.  This term refers to the process of  what is known as exercising self-leadership in employees’ efforts to  direct and motivate themselves in order to effectively perform tasks.  It involves; setting own goals, self-reinforcement, engaging in constructive thought  processes and other activities that influence an employees’ motivation and behaviour.

As a result, when employees gain more proficiency in self-leadership, they also tend to need minimal levels of supervision to maintain their focuas in achieving organizational goals.

The main limitation of leadership substitutes’ theory is that it is still in its developmental stage and seems to borrow certain ideas from path-goal leadership theory.  However, the proposition that same work conditions neutralize leadership while others  substitute it has gained considerable support among many organizational behavour scholars.

8.4 Transformational Approach to Leadership

Box below provides a practical example of transformational leadership in a global organization- IBM

	Box Transformational Leadership  at IBM Global Services.

“As an executive with IBM Global Services, Colleen Arnold saw a unique opportunity to launch an e-business innovation center for the Asia-Pacific region,  IBM had contracted 800 informtion technology(IT) workers to bring together the world’s biggest intermet project – the 2000 Sydney Olympics.  This valuable pool of talent (fitted) nicely with IBM’s need to expand its e-business capability in the region at a  time when the industry faced a global IT skills shortage.

Arnold explained her vision to IBM World-wide, concincing them to leverage this uniquely available talent for an e-business hub.  She then convinced her local board of directors to fund the new innovation center, making it the launching pad for an internal corporate structure change that values flexibility, mobility and customer service.  The e-business center would be  free-form and wireless and would operate around the clock to deliver e-business solutions to customers less than two years later, the innovation center became a reality, linking IBM;s R and D labs worldwide.

Coleen Arnold demonstrates transformational leadership.  Through her vision and actions, she created a unique business entity that will eventually spread a new culture and way of working throughout IBM’s worldwide operatyions.  Transformational leaders, such as Carly Florina (Hewlet-packard), Herb Kellerher (Southwest Airlines), Carlos Ghosn(Renault-Nissan) and Richard Brason(Virgin), dot the corporate landscape.  These  people are agents of change.  They develop a vision for  the organization or work unit, inspire and collectively bond employees to that vision, and give them a can-do cultitude that makes the vision achievable”

Excerpted from S.L. Meshane and M.A. Von Glinow organizational Behaviour (2003: 429).


Transformational leadership has been defined as a leadership perpective which explain how leaders change teams or organization by creating, communicating and modeling a vision for organization or work unit, and inspiring employees to strive for that vision.  Transformational leadership has similar characteristics to the new additions to  path-goal theory already described earlier.  The major dimensions of transformational leadership are the fellowing;

i) creating a clear strategic vision which projects the desired future of the organisation or work unit.  This vision should be accepted and valued by employees and management alike.

ii) Ability to communicate the vision and explaining the importance of the visionary goal to the employees so that they too begin to appreciate its relevance towards the continued survival and development of the organization in the long term.

iii) Modelling the vision through appropriate behaviours and activities that symbolize that vision.  This helps in creating and maintaining a common mental model among employees so that they will act collectively towardsthe realization of the desired goal.  The process also  helps in building commitment by envolving employees inshaping the organizations vision.  By their own consterancy, honesty and persistence leaders are able to  project an image of trust and integrity, whichenhances the respect and esteem in which they are held by their follwers.

The distinguishing characterstic of transformational leadership is its pre-occupation with leading, implying that the organizations plans, strategies and culture have to be modified so that they are better able to fit with the prevzling environment. In this respect, organizational leaders assume the role of change agents who motivate, energize and guide employees towards a new set of organizational values and behaviours which are in line with the vision.

In order to demonstrate the uniqueness of transformational leadership among other contingency perspectives, some scholars have come up with the concepts of transactional leadership.  This refers to a leadership demension which tries to assist organization realize their current objectives much more efficiently.  This is done by way of linking task performance to valued rewards and making sure that subordinates have all the requirements needed o get the job done.  Therefore, the preceding contingency and behavioural theories have been said to adopt the transactional approach since their major pre-occupation and focus on behaviours of leaders that are intended to enhence job performance and saytisfaction among employees.  On the other hand, as already explained transformational leadership is largely about changing the organizational  strategies and culture to achieve a better fit with the prevailing situation.

Some literature have suggested that organizations need both types of leadership because transactional improves organizational effiency while transformational directs organizations towards selecting a  better course of action for achieving stated goals.  As a result transformational leadership is most suitable for organization undergoing change or drawing it.  Transformational leadership differs from clarismatic leadership whose emphases is on personality traits and behaviours which give the leader power and influence on the followers, whereas the emphasis of the former is on behaviours that certain individuals use in order to guide the change process.

Some organizational behaviour scholars have given transformational leadership a high rating because it  appears to result in more satisfied employees with strong commitment to the organization.

Employees are also said to perform their tasks better, become effective organizational citizens and are more  creative or innovative in decision-making.

Although the transformational leadership perspective seems to be the most popular, it has  been criticized. Firstly, for engaging in what is called circular logic in the sense that leaders are seen to be transformational only when their efforts bring about change or success and not because they engage in behaviours which are in themselves transformational, secondly, the theory has been accused of being universalist meaning that it attempts  to suit all situations instead of being contingency-oriented or dependent on particular environmental conditions.

On the whole transformational leadership is more suited to dynamic and unstable conditions, where event change very quickly demanding urgent solutions and decisions.

7.4. Romance Approach to Leadership

Most of the leadership approaches so far presented above are based on the assumption that leaders make a difference in organizations.  However, the remance approach takes the view that there are several perceptual errors which cause people to exaggarate the importance of  leadership in explaining organizational events and  activities.  These are;

a) Attributing leadership

This is derived from fundamental attribution  error already described under the perceptual process.  In brief, it refers to a tendency to attribute behaviour to people’s ability and motivation instead of contingency factors.  It can therefore lead to a situation where organizational successes and failures are blamed on leaders possession or lack of ability and motivation instead of external factors beyond their control.  It has been diserved that this process is influenced by leaders as they normally tend to take credit for success though rarely do they take the blame for failure.

b) Stereotyping Leadership

This is a situation where leadership success is attributed to certain characterstics which are perceived to constitute effective leadership.  Every person her a  perception or mental model of the traits and behavours which an effective leader should have.  These are mainly derived from our value and cultural systems which vary across national  boundaries.  As a result, if a leader does not fit the appropriate leadership stereotpe, then that person will not be  seen to be an effective leader, dispite his efforts in that direction.

For instance, if employee have a perception that a shy, withdrawn and less communicative individual does not make  a good leader, then such a person will be perceived to be ineffective despite any achievements he may have scored in managing organizational or team activities and tasks.

c) Need for Situational Control

Need for situational control is a perceptual distortion of leadership which assumes that leaders actually are influential and make a difference in organizational contexts such a behief makes it easier for people to understand and  simplify what goes on around them, including organizational events and activities.  The proponents of this theory have argued that it is much easier to explain the successes or failures in organizations. From the point of view of  leadership and evaluate a wide range of variables as the possible cause.

For instance, the reasons that may lead to a manufacturing company failing to compete favourably in the market-place, may be due to envurinmental factors, but people will usually conclude that the company has performed badly due to poor or ineffective leadership.  The other reason is that the majority of people, especially in the  west are highly materialistic and individualistic.  They generally have the illusion that they are in actually charge of their own destince’s and lives and not some external force or factor.  They therefore, attribute lifes’s events to the leaders’ rational decisions and abilities.  In short, even in organizations, employees tend to fuel that their leaders’ are the  ones who make the difference to the organization’s performance and achievement of goals.  To support this belief, they will always try to find proof or evidence to back it.

The importance of the remance perspective of leadership he is in highlighting the fact that leadership is as much a perception of employees or followers as it is  of the actual behaviours, abilities and  characteristics of  those we call leaders.  It also providers useful advice on how to improve on leader’s effectiveness, by pointing out omang other things that these individuals who fail to live up to certain leadership stereotypes and standards will usually find it very difficult to manage affairs effectively.

CHAPTER 9

9.0 STRUCTURAL INFLUENCES ON BEHAVIOUR

Structure can simply be defined as a means for achieving the goals or objectives of an organization.  More specifically, the structure of an organization its usually taken to mean all the tangible and regularly occurring features which help to shape its member behaviour in a particular direction.  Structure therefore contributes to the successful implementation of organizational strategies by formally allocating employees and resources to the tasks that have to be performed and by providing mechamisms for co-ordination and integation of activities.

The most important resource that facilitates structural performance is people of employers, whose behaviour and organizational culture is also shaped and influenced by the structure.  There are many ways in which thr structure of an organization affect  and impacts on the behaviour of its people or employees.  Some of the structural variables that have been identified as having a direct influence on behaviour are division of labour (specialization), unity of commend, deporttmentalization, span of control, technology, environment, formalization, contralization, size, leadership style, management systems etc.  The list is almost endless.  Considering such a bewildering array of variables would make our discussion quite complex without a clear focus and direction.

To avoid the problem. The structural influences on behaviour will be approached from the point of view of organization culture, which is in its turn influenced by the organizations’ history and ownership, size, technology, goals and objectives, the environment and the people or members.  Organization culture has been selected as the primary variable because it  affects the behaviour of people and therefore permeates all aspects of organizational life.

9.1 Organization Culture.

The concept of culture is very difficult to precisely capture and define because it is not tangible but something which is felt or perceived.  It can also mean a lot of different things depending on the context is being used.  For purposes of this  discussion, organizational culture will simply be defined as the “basic pattern of shared assumptions, values and beliefs considered to be the correct way of thinking about and acting on problems and opportunities facing the organizations “(P.J. Prost, et al: 1991 pp 243-249).  Organizational culture, therefore defines and sometimes even dictates, what is important or vice versa in any particular organization.

Assumptions are peoples or  employees shared outlooks, mental images and theories which guide and influence their perceptions including behaviours, whole beliefs as we have already seen are genrally peoples’ perceptions of reality.  Values tend to be stable, long-lasting beliefs about what is important or unimportant, right or wrong, good or bad in any given organizational or societal setting.  Assumptions, values and beliefs represent the invisible aspects of organizational culture, who is influence is nevertheless pervasive and everywhere.

However, organizational culture normally assumes visible form in its buildings, its offices or branches, its ritual’s and ceremonies, manner of communication (organizational language) and the collective behaviour of its members.  The type of people on organization emplys, the duration of their careers, their status in security, level of skill and education, well all be refelections of organizational culture.  No two organizations have a similar culture because organizations are different.  The University of Zambia for instance has its own culture district from say, Copperbelt University, ZESCO or even the ministry of Education,  As a result of these differences, various organizations will require different kinds of people, who feel that their aspirations and outlook on life will be fulfilled in that particular organization.

]Although there is what may broadly be defined as ogrnaizational culture, the norm is that even within organizations cultures will vary from department to department.  Research and dvelopment, for instance will tend to have a more relaxed organizational culture and structure as compared to the finance department within the same organization, which will usually be more tightly controlled with strict adherence to rules and regulations.  The manufacturing plant will feel and appear different from a cell-phone marketing company and even the office atmosphere and behaviour of the people will differ.

Box below illustrate the diversity of organizational cultre and its possible effects. Of the structure and the people.

	Box

Anyone who has pent some time in a variety of organizations or worked in more than two or three, will have been struck  by the differing atmospheres, the different ways of  doing things, the differing levels of energy and effort, degrees of indicidual freedom and the differing kinds  of personally.  This is because organizations are as different and varied as the nationas and secreties of the  world.  They have differing cultures, sets of values, norms and beliefs- reflectd in different structures and systems.  And these cultures are affected by the events of the past and by the climate of  the present, by the technology of the type of work, by their aims and the kind of people that work in them.

Cultures of organizations rightly differ, these cultures are affected by a variety of factors and these diverse cultures are reflected in diverse structures and systems.  Indeed, … many ills of organizations stem from imposing an inappropriate structure, or from expecting a particular culture to trive in an inappropriate climate.

Excerpted from C.B. handy, understanding organization,

(1981, Penguim) p. 176.




9.1.1 types of Organizational culture>

There are four types of organizational cultures that  have been indentified as having a direct influence on structure and  behaviour.  These are as follows:

a) Power Culture

The power culture characterizes small business organizations such as family-owned enterprises, where control is highly centralizes in a central figure or owner.  This central power and influence spreading out from the center, much as in this diagram below:

The rays of power from the control figure are connected by functional or specalist personnel represented by the intersection of the rays and the rings in the diagram.  The power rings however, are the  actual centers of activity and influence.  This kind of organization tends to work on precedent (what happened in the past) and anticipating the decisions and wishes of the central source of power.  Since such organizations are usually of relatively small size.  They do use rely too much on the rules and procedures of a burcencracy.  The structure is like a web.

Operational control is excised largely through the selection of they individuals considered to be loyal to the central power source.  It can be likened to a political partly in that decisions are taken or based mainly on maximizing outcomes based on influence and not necessarly on precedure or  rational consideration of alternature courses of action.  Organization based on power culture are strong and centralized with the ability to move quickly and next appropeately to  environmenta; threats, although their speed of action is dependent on the competence of those with the power and authority.  the quality of central leadership is therefore parament importance whereas succession can be a problem, especially if the one who takes over is weak in the  excersise of power,

Individuals employed in such organizations will tend to be  those with high need for power and high need for  achievement and as such, will also tend to prosper and be satisfied as long as they are power oriented, politically minded risk takers who rate job security very lowly.  The major power base is usually resource power, with personalized power more prominent at the center.  Individual performance is also highly rated because success is judged by  results respective of the means used.

The main problem with power cultures are that such organizations grow too large to size, they become  unmanageable because of the tendency to centralize too much power and authority at the center with very little delgation.  Metaphorically speaking, the web can easily break if its spider seeks to undertake too many activities while retaining control.  Secondly, such cultures are competiture, abrasive and achievement oriented.  As a result of this employees, especially in middle management usually find it had to operate in such a competitive atmoshere, with very little regard to their social needs,  Frustration with the state of affairs can lead to low morals, poor motivation and high turnover of employees.  The appropriate patron god got such a culture is probably Zeus,” the a;;-powerful head of the God’s of ancient Greece, who ruled by within and  and impulse, by thumderbolt and shower of gold from mount Olympus” ( C.B. Handy, 1980:178-179).

b)  Role Culture.

The concept of role refers to the pattern of behaviours that employees are expected to confirm to arising out of certain positions they hold in an organization or group/team.  Role culture asually thrives best in  a bureaucratic system characterized by high formalization, reliance on rules and procedures and  specialization in the performance of tasks.  Role or bureaucratic culture has been likedned by some schalars to a  Greet temple, underspinned by pillars which represent its functions or specialities, like for instance; accountants, marketing, administration, research and development, production departments, etc. 

These pillars or functional departments are guided in their operations by stardard procesures for allocating and performing tasks, such as precise job decriptions. And outority boundaries, systems of communications between superior and subordinate office, and procedures for rewarding and punishing employeesm omeng others.  The departments are itegrated and co-ordinated at the top by senior management, though the assumption is that if the separate units perform in accordance with the laid down rules and predures, the final result will be achieved as planned.

The main source of authority in a role culture is position power and any other source such as personalized power is not encouraged.  Employess are also not expected to operate and perform beyond the expectations of their roles.  The efficiency of burcrauratic culture is depanent on logic, reason and rationabilty in the allocation of work and responsibilities and not on the individiual  personablities involved.

The role or bureaucratic organization tends to work best in a stable environment, where conditions from one year to next remain basically the same and are predictable.  A typical example of a role culture is the civil service, monospolies such as ZESCO or large institutions like the University Teaching Hospital (UTH).  An organization characterized by role culture is not well adopted to unstable conditions or  dynomic situations of rapid charge.  The major advantages of role cultures are that, firstly they provide security and a predictable career path to the  over-achieve.

However, this kind of culture can be demotivating and frustrating to the individual with high need for power or  achievement and wants to have more control over his work.  Highly ambitious and competitive individuals will therefore find it extremely difficult to operate in such an an atmosphere, which may force them to leave the organization altogether.

c) Task culture

The main orientation of task culture is to get the job done in the most effective and efficient way by using resources, such as,  maternal, human and finance, a[[ro[irately.  Task culture manifests itself more in a matrix or project structure like a net using groups or teams to achieve particular objectives, which couls be short-term.  This kind of structure is result-oriented and the emphasis is on mobilizing the right people, the necessary resources and bonding them with the appropriate organizational process to provide a specific service product or achieve an objective.

The culture and structure therefore tend to be oriented towards expert power (where people with the right skills and experience are left atone to do the job). than on the position someone holds in the organization or on personal power. Communication flows horizontally and vertically as the need arises and there is minimal supervision of task performance which is usually performed by groups or teams. In other words, this culture thrives in environments where the kinds of experts are the building blocks of organizational performance.  Because of its dynamic nature this structure operates very well in unstable environments, where flexibility and innovation are key to survival.  The organic structure tends to fit well with a task culture.  The main advantages of task structure are that it is highly adaptable, disperses decision-making  power throughout the organization, allows individual employees a large increase of central over their own work and promotes good interpersonal relationships based on mutual trust and respect.

Some of the disadvantages are that co-ordinating and integrating the activities of diverse groups or teams can be a very difficult task.  Task culture usually thrives in a climate of plentiful resources, but when these are limited, management will tend re-exert central in order to use resources more efficiently.  Loss of control over their work situation can easily lead to frustration and lack of motivation among team members as the job becomes less satisfying. In such a situation, task culture may change to role culture where roles and procedures become the guide posts for resource allocation and role definition

Task culture appears to be the most favoured among many behavioural scholars and management experts. This is because, its emphasis on the importance of groups/teams, expert power, result-oriented performance and rewards, as well as, the merging of group and individual objectives seems to be in line with modern principles of democratization, in particular giving the employee more autonomy over his own work.
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