¥
¢

” N A 3 ' M HapM j‘ ‘ {Y-C}“fj\ # m._:l (;"f'-{ “ ,”

) : e
| - Chabtér: 5 HQM
olc . T

6.1 Vaiués

Values represent basic convictions that ™ a specific mode 0

existence is personally or socially preferable o 2n oppos
conduct or end state of existen

¢ conduct or end state of
ite or converse mode of
ce. They contain a judgmental element in that they carry
an individual's ideas as to whalis right good or desirable. Values have both conientand
intensity altributes. The content attribute says that a mode of conduct or end siaie of
existence is important. The intensity attricute specifies how important it is. V¥iien we
rank -an individual's vaiues in lerms of their intensity, we obtain that persor's value
system. All of us have an hierarchy of values that forms our value systent. i gystem
is identified by the relative-importance We assign to values such as freedom, pleasure,
self respect, honesty, obedisnce.and equalty. o |

One would wonder if values are fluid and flexible? We'.l {he answer is that vaivss tend to

te relatively -stable and enduring. These values build from our early childhood, our

parents, teachers, friends and oters. As young chitdren we do recall nertain behavior
‘or which we reprimanded and for some that-we are applauged. There are also times
when we are in a grey area. While being taught to'be honest and responsibie we wWers
never taught to be a hittle honast or a little responsible” These are the grey areas. s
this absolute or black or white" learning of values’ thal more of less ensures their
stability and endurance. The process of questioning our values. of course, may resuil in
a change. More ofien, our questioning merely acts 10 ceinforce the values we hold.

5.2 importance of values:

Values are important for the study of OB since they lay the foundation for e
understanding ot aitiiudes and motivation and because they influence QuUr pEerceplions.
Individuals enter an organization with preconceived notions of what “ought' of whal

VWSl

‘ought not’ to be. These. notions are not value free either. We will now nroceed tc

classify lhe values.

Rokzach Value Survey — Milton Rokeach created Rokeach Value Surveyi RVS). “l*\c,
RVS consists of two sets of values, witheéch set containing 18 ndividual value items.
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One set called terminal values, refers lo desirable end stales. These are the goals
that a person would like to achieve during his cr her life lime. The other set called
instrumental values refers to preferable modes of behavior , or means of achieving
the lerminal values. Exhibit 6.3 gives common examples of each of these sels. Studies
conducted show that RVS values vary among groups. People in the same occupation
or categories tend to hold similar valgé. A study was conducted to compare corporate
executives , members of the steel workers union and members of a community activist
group. Although a gcod deal of overlap was found amony ihe three groups, there were _
also very significant differences. The aclivists had value preferences that were quite

different from those of the other two groups. They ranked equality as the most Important
terminal value, execulives .and union workers ranked this_ as . value 12 aRd 13
respectively. Activists ranked ‘helpful’ as their second highest instrumental vales The
other 2 groups both ranked it 14. These differences are important because exectiives
union members and activists all have a vested interest in what corporations do. These
differences make it difficult when these groups have to negotiate withéach other and can
create serious conflicts when they contend with each other cver the organization's
economic and social policies. ’

Terminal Values

A world at Peace'(free of war and conflict)
Famiiy Sécu'rlity‘(téhki-ng r;are of Iovéd ones)
‘Fr'eeddrﬁV(in"d'eApeh(-i.é.h-cé,l'-frée éhoice)' '
E-qua'{,Ebrolhemooo eﬂquai' opportunity for all)
Self-respect (self esteem)
Happiness (contentedness) ‘ J
Wisdom (a mature understanding of life
National security (proteclion from allack)
?‘Salvatéon (saved, eternal life)
True friendship (close companionship)
A sense of accomplishment (a lasting centributicn)
inner Harmony (freedom from inner conflict)
A comfortable life ‘(é prosperous life)
EMature Iove- ‘(svéﬁ:dai and é;piritual fntimacy)
A world of beauly‘(beauty of nature and the arts)
Pleasure (an enjoyable leisurely life)
Social recognition {respect, admiration)

An exciling life (a stimulating active life)
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Instrumeanta! Valuces

Ambitious (Hard-working, aspiring)
Breadminded (Open-minded)
Capablc(Cc npete—nteffocl:ve) |
Cheerful (Lighthearted, joyful) -
Clean (Neat, tidy)
Courageous (Standing up for your beliefs)
== Forgiving (Willing to pardon others)
" Helpful (Working for the welfare of others)
" Honest (Sincere, truthful)
Imaginative (Daring, creatlive)
Independent (Self-reliant, seif sufficient)
Intellectual {Intelligent, reflective) _
Logical {Consistenl; rational) : ﬁ
Loving (Alfecticnate, tender}
Obedient (Dutiful, respectful) -
Polite {Courteotis, well-mannared)
‘Responsible (D :pendable, reliable)
Se-lf - contr:blled (Rest:‘.fained, seii discipling) .

6.3 Values, Loyalties and Ethical Behaviour

Receni corporale scandals involving accounling manipulations, cover ups and coniticts
of inferests clearly suggest a decline in business ethics. A lot of people think that ethical
standards began to erode from the lale 1970's. Managers consistently repcrt tha®ihe
action of their bosses is the most imporant factor infiuencing ethical and unethical
behaviour in organizations. Given this fact, the value of those in middle and upper
management should have a significant bearing on the entire ethical climate within an
organization.

Values across Cullures

Geert Hofstede in the late 1970's analysed variation among cultures . He sunveyzd
more than 116,000 IBM employees in 40 countries about their work related values. He
found that managers and employees vary on five  value dimensions of national cutture.
They ar . listed and defined as foliows. ‘
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- Power distance —.The degree to which people in a counlry accept that power ‘in
institutions and organizaticns is distribuled unequally. Rar.gez from relatively
equal to extremely unequal .

= Individualism versus Collectivism — Individualism is the degree lo which people in
a counlry prefer to act as individuals rather than as members of groups.
Collectivism is the equivalent of low individualism.

= Achievement versus nurturing — Achievement is the degree to which values such
as assertiveness |, the acquisition of money and material goods and competition
prevail. Nurturing is the degree to which people value relationships and show

. sensitivity and concern for the welfare ofothers.” = .~ : L

* » Uncertainty ‘avoidance-— The "degree to which people in a colntry prefer
structured. over unstructured  situations. In countries that score high on
uncertainty avoidance | people have an increased level of anxiety ,-which
manifests iiself in greater nervousness, stress and aggressiveness.

+ Long term versus shor term orientation — People in cultures with long term
orientation jook to the future and value thrift and persistence. A short term
orientation values the past and present and emphasizes respect for tradition and
fulfilling social obligation. i

- b

it was observed from the research conducted by Hofstede that China and West -~
Africa score high in power distance | the United States and Netherlands scored low.
Most Asian countries were ‘more collectivists than individualistic , The US ranked
hfg_hest.érhong all countries on individualism. France showed short term orientation .
Russia was high on-uncertainty avoidance. Today one can refer to the GLOBE
-Project for update on leadership across national cuitures.

6.4 Attitudes = - i '

objects, people or eve'nts‘ They reflect how one feels about something. When | say -

The belief that * discriminalion is wrong” is a value statement. Such an opinion s
the cognitive component of an attitude. It sets the stage for more critical part of an
a_lt?tude.— its affective component. Affect is the emotional or feeling segment of an

When altitude is viewed from its Component angles — cognition, affect and behavior
it heips in 'understanding their complexity and the potential relationship between
attitudes and behavior. Students should keep in mind that altitude as it is generally




nsed essentially refers’lo the affect part of the 3 components. AiSO MoLE that in
contrast to values your atlitudes are less stable. Advertising messages’ for example
altempts to alter your atlitudes towards a certain product or sefvice. In organizations
altitudes are important because they affect job behavior. If workers believe that
supervisors and bosses are all in conspiracy to make employees work harder for
the same or less money then it make sense to try 10 understand how these attitudes
were formed, their relationship to actual job behavior and how they might be
cfjgnged. '

65 Types Of Attitudes EVSAE: W Uisiiiewy :_-u’_lu.,. I ‘ -

A person can have thousands of attitudes, bul OB focuses our altenlian on a very
limited number of work related attitudes. These work related attitudes tap positive
_Q__[_i_:_,,negative evaluations that employees hold about aspecls of their work

environment. Most of the research in.OB has been concerned with three attitudes :

iob satisfaction, job involvement, and organizational commitment.

Job Satisfaction : The term job satisfaction refers to a.collection of feelings that an
individual holds toward his or her job. A person with a high level of job satisfaction
holds positive feelings about the job, while a person who is dissatisfied wilh his/her
job holds negative feelings about the job.. When people speak of eraployees
attitudes, more often than not they mean job satisfaction. In fact-the two are
frequently used interchangeably. Because of. the high importance OB.Researchers
have given to job satisfaction , we shall review this in considerable detail. :

Job '!nv_olvemen)t The terns job involvement is a more recent addition to the OB
literature. A workable definition states that _job involvement i 22sures the degree to
which a person identifies psychologically with his or her job and considers his/her
perceived performance level imporant o self worth. Employees wilh a high level of
job involvement strongly identify with and really care about the kind of work they do.

. A high level of job involvement is positively related to organizational citizenship and
- job performance. High job involvement has found fewer absences and lower
" resigination raies

Organizational Commitment : The third job attitude is commitment. Tiss 1S
defined as a state in which an employee identifies with a particular organization and
its goals and wishes to maintain memberstlip in the organization.. SO a high job
involvement means identifying with one's specific job, while high organizational
commitment means identifying with one’s employing organization. There isa positive
relationship between organizational commitment and job produciivity but the

relationship is modest. Studies reveal that an individual's level of organizational

commitment is a better indicator of lurnovef} than the far more freguzntly used job
satisfaction predictor, explaining as much as 34% of the variance. Organizalionai
commitment is probably a belter predictor because it a more global and enduiing
response to the organization as a whole thal is job satisfaction. An employee may
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pe dissalisfied wilh his/tier particuiar job and considzr il lemiporary condition, yet not -
be dissalisfied with the organization as a whole. But when dissatisfaclion spreads to
the organization itself, individuals are more likely to consider resigning.

Attitudes and Consistency. You must have noticed how people change what they
say so that it doesn't contradict what they do? Say you have a friend who insists that
American cars are no good and he will own only a Japanese or German car.
However on his birthday his fathér gifts him an American car and suddenly for your
friend the American car is not so bad. Research has concluded that oecople seek
consistency -among their attitudes and between their attitudes and tlieir behavior.

" This means that individuals seek to reconcile divergent attitudes and align their
attitudes and behavior so thal they appear rational and consistent. Can we assume
from this consistency principle that an individual's.behavior can always be predicted
if we know his/her attitude on a subject. ‘ )

6.6 Cegnitive Dissonance Theory

in the late 1950's Leon Fe'st'inge'r proposed the theory of Cognitive Dissonance to explain
the linkage between attitude and-behavior. The extract from Phil Barker's paper is
produced below: iy L

Cogniticns are simply bits of knowledge. They can pertain to any variety of thoughts,
values, facts, or emotions. For instance, the fact that | like ice cream is a cogition. So is
‘the fact that  am a man. People have countless cognitions jin their heads. Mos': cognitions
have nothing to do with’ each other. For instaiice, the twd cognitions menlioned before
(that I am a man and that | like ice cream) are unrelated. Some cognitions, however, are
related. For instance, perhaps | have a sweet tooth and | like ice cream. These cognitions
are “consonant " meaning that they are related and that one follows from the other. Thev
go together, so to speak. e

However, sometimes we have cogniticns that are related, but do net follow frem cre
another. In fact they may be opposites. For instance , perhaps if | like Ice cream but | am

also trying to lose weight. These two thoughts are problematic -- if | eat ice cream, then !
may gain weight, and if | really want to lose weight then | cannot eat ice cream. Thes=
types of cognitions are referred to as "dissonant.”

- The basic idea behind cognitive dissonance theory is that, people do not like to have
disscnant cognitions. In-fact, many people argue that the desire to have consonant
cognitions is as strong as our basic desires for food an? sheiier. As a resull, when
someone does experience two or more dissonant cognition’*(or conflicting thoughts), they
will attempt to do away with the dissonance. There are several key ways in which people

-
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atllempt o overcome, or do away with, cognitive dissonance. One s by ignoring -or
eliminating the dissonant cognitions. By prelending thatice cream is not bad for me, | can
have my cake and eat jt loo, so to speak. Ignoring the dissonant cognition allows us (o do
things we might otherwise view as wrong or inappropriate.

\.virtﬁ';cljut it) or that losing weight isn't that important (I look good anyway), the problemy of
dis"s"o'nance_can be lessened. If one of the dissonant cognitions outweighs the other in

~importance, the mind ‘has i2ss difficulty dealing with the dissonance - and the result

.....Means that | can eat my ice >ream and not feel bad about it.

Yet another way that people react to cognitive dissonance is by adding or creating new
cognitions. By creating or emphasizing new cognitions | | can overwhelm-the fact that |

- know ice cream is bad for my weight loss. For instance, | can emphasise new cognitions

suchias "l exercise three times a week” or "I need calcium and dairy products” or “ had &
small dinner,” etc. These new cognitions allow for the lessening of dissonance, as | now

prevent itin the first place. If someone is presented with information that is dissonant from
what they already know, the easiest way to deal with this new informiation is to ignore it,
refuse to accept it, or simply avoid that type of information in generai. Thus, a new study
that says ice cream'is more fattening than originally thought would be easily dealt with by
ignoring it. Further, future problems can be prevented by simply avoiding that_type of
information -- simply refusing to readsturdies on ice cream, health magazines, etc.

The Role of Cognitive Dissonance in Reducing Conflict

In spite of people's desi-.)'e to &void it the proper use of cognitive dissonance can be a
useful tool in overcoming confict. Cognitive dissonance is a basic tool for education in
general. Creating dissonance can induce behavior or attitude change. By crzating

cognitive dissonance, you force people 1o react. In other words, a child can be
€ncouraged to learn by creating dissonance between what they think they know and what

-they. actually do -- drawing attention to the fact that they know stealing is wrong even

thg_‘)fggh they took a cookie, etc. The same idea can be used in adults. By introducing

‘cogriitive dissonance (pointing out the conflict betwean what people know and do), we

can encourage g change in thought or action. Disarming behaviors is a way tc create
cognilive dissonance. This is done by simply learning what the other side thinks of or
expects of you, and then doing something very different. For example, if you are
considered by the other side to be uncaring and cruel, make a small gesture that
demonstrates thal You care about the other sides' feelings or situation. This causes
cognitive dissonance. As is discussed in the €ssay on disarming behaviors, just doing this
once may not be enough to change anyone's attitudes or behavior, as they are likely to
ignore the dissonant information. If it is done several times, however, or if the behavior is
visible enougly that it cannot be ignored, the results are sometimes striking. Two of ths
best example.5 of this process were Egyptian President Anwar Sadat's unexpected trip o

Israel in 1977 and Soviet Premier Gorbachev's trip to the United States in 1990. Both of
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these leaders had never visited the “enemy” counlry before, and when they did, they were
so personable that it changed the minds of the Israelis and the Americans abqut !he
"goodness” and intents of “the enemy.” Any way lo increase interpersonal communication
is another way to produce dissonance, break down stereotypes, and start building trust
none exisled before. Joint projects, problem solving workshops , prejudice and tolerance
all are ways lo creale cognilive -dissonance and change hostile altitudes between
disputants into attitudes that are likely to be more conciliatory and amenable tc conflict
transformation. : :

vowvi. Beyondiniraclability.org

6.7 Measuring Job Satisfaction

We have previously defined job satisfaction ‘as a.collection of feelings that an
individual holds towards his/her job. This means that an employee's assessment of
how satisfied or dissatisfied he or she is with his/her job is a complex summation of
a number of discrete job elements. How then do we measure the concept? The most
widely used approaches are the single global rating and a summation score made
up of a number of job facets. The single global rating method is nothing more than
asking individuals to respond to oné question such as “ All things considered , how
satisfied are you with your jobs. Respondents then reply by circling a number from 1-
S that corresponds to answers from highly satisfied to highly dissatisfied. The other
approach a summation of job facets. is more sophijsticated. It identifies key elements
in a job and asks for the employee's feelings about eac . Typical factor_that would
be included aréPihe’ nature of the wor =supervisioyZpresent pa romotion
Qpporiunities and®felations _with _co workérs. _These faclors are raled on a
"cstadﬁ‘%‘—dﬁr’cl‘_:’z_?&‘_sc_éfé and then added up to create an overall job satisfaction score.
Many studies have been conducted on the: @n job satidfaction and its effects. Let us
briefly explore some of them. K i

1. Job satisfaction ‘and Employee Performance- Manager's interest in job
satisfaclion tends to center on its effect on employee performance. Happy workers
are not necessarily producltive workers. At the "individual level, the evidence
suggests the reverse to be more accurate — that productivity is likely to lead to
‘salisfaction. When satisfaction ‘and productivity data are gathered for the
organization as a whole, rather than-at the individual level we find that organizations
with more satisfied employees tend to be more effective than organizations with
fewer satisfied employees. So although. we might not be able to say that a happy
worker.is more productive it might be true to say that happy organizations are more -
produclive. e Ll : -

2. Job Satisfaction and Accident/Research shows that satisfied employees are
less likely to be prone to accidents when compared to the dissatisfied ones. Anolher
study reveels that highly salisfied” workers have a higher efficiency rating as well.
Being well adjusted oni the job, the salisfied worker is sure to perform better. On the
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olher hand a discontentment wilh working life is'likely to affect the worker's job
adjustment and also in social » €riotional and domestic life.

3. Job Satisfaction and Customer Satisfaction — Satisfied empioyees increase
customer satisfaction and loyalty. In service ‘organizations Customer retention and
defection are highly dependent on how frontline employees deal with customers.
Salisfied employees are more likely to be friendly, upbeat and responsive which
Customers appreciate. Also since satisfied employees are less prone to turnover,
Customers, are more likely to encounter familiar faces and receive experienced
service. These qualities build customer satisfaction and loyalty. Consider a reversed
situation. Dissatisfied Customers can increase an employee's job dissatisfaction.
Employees -who have regular contact with customers report that rude, thoughtless
Of unreasonably demanding customers adversely effect the employee's job
satisfaction. . ' ‘L
Employee Dissatisfaction

»

Wﬁen employees are dissatisfied with their jobs  this dissatisfaction is expressed in

a number of ways. Employees complain, become Insubordinate, steal organizational

for a new position as well as resigning. .

* Voice - Actively and constrictively altempting to improve conditions,
including suggesting iﬁnprovements; discussing problems with superiors and -
some forms of union activigy : :

+ Loyaity — Passively bwt’optimis[icélly waiting for cenditions to improve,

- "iﬁciu‘ding'épezr}king' up fo e organization in the face of external criticism and
trusting the organization and its management to” do the right thing".

* Neglect — Passively alowing .conditions to worsen, includ.ing chronic

absenteeism or laleness, reduced effdrt and increased error rate.

Exit and neglect behaviors €ncompass our perforinance variabies — productlivity,

absenteeism and turnover. But this model expands, employee response to

“include voice and loyalty — constructive behaviors that allow individuals to

= tolerate unpleasant situations or to revive satisfactory working conditions. It

helps us to understand situations such as those sometimes found among

unionized workers for whom [ow job satisfaction is coupled with low turnover.

Union members often express dissatisfaction through the grievance procedure

or through formal contract negotiations. These voice mechanisms allow union

members to continue in their jobs while convincing themselves that they are
acling to improve the situation. The responses to job dissatisfaction is exhibited

below. d
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Management of
Change, Devel()_pment
~and Culture

* Technology and Change + Managing Change » Resistance  to Change
Organisational Change Organisation Development
— Objectives — Organisational Culture

. Approaches to
— Meaning — Characteristics — Values

(Source: Ibid)

v Companies have to mana

ge change which js the order of the day as a part of HRD and
organisation development.

TECHNOLOGY AND CHANGE

Change is the order of the day{Change before change changes you and change or decay are the buz
words of the day. The Tactors ¥hat force the change incly

R —

de: nature of the workforce, t"éﬂthg!ogy,
economic shocks, competition; social frends and world of politics (See Exhibit 14.1). NG

Just as necessity is the mother of invention, competition and a host of other reasons

for the rapid technological changes and innovationg all over the world) As a result of these changes,

~echnical personnel, system specialists, technica workers and machine Operators are increasingly

required while the deman( for other categories of employees has dec]ineg. Butitis found that the supply

of former category of employees is less compared to the demand for the same. Hence procurement of

skilled employees and maintaining them is highly essential. Further, the chzn_g’é;"ih“'?é’éh}ia]'a‘g;y

"continuously demands fha existing employees to upgrade their skills and k e

A gt e e s e O

are responsible
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Management of Change, Development and Culture 203
- =
~ Exhibit 14.1 ]
FORCES FOR CHANGE
| Feita v e o o b Examples
Natufe of the workfofce .+ Cultural diversity and the need for unification
» Increase in professionalisation

+ Increased forma! education
+ Increased level of soft skills
; » Positive attitude ;
Technology 2 .« Faster and cheaper corputers
h * + Total Quality Management
+ Business Process Reengineering
Economic Shocks .+ Asian real estate collapse
' + Russian devaluation of the ruble
« Changes in oil prices (decline $22 a barrel to $13 in the late
_ 1990s) s :
Comppﬁﬁ(jn -« (lobal Competitors -
+ Mergers and Acquisitions
+ E-business )
s Customer Relationship Management and Quality

Social Trends: - » (102 (Career first and others second)
. + Increased career orientation among young ladies
World Political System:’ . .+ Collapse of Soviet Union | :
: »  Opening of Markets in China and China becoming a number
of WTO

Black rule of South Africa -
‘| source: Modified version from Stephen P.Robbins, “Organisational Behaviour”, Prentice Hall of India Ltd., 2001, p. 540.

1 rough business. It increases the expectations of the customers. Itbrings social change and makes social
‘ § : X N NV "
system complex. :

The impact of technology on human resources is significant, direct and complex. The impact of
_ y technology on HRD is through (i) jobs becoming intellectual, (ii) need for bio-professional and multi-

, \% prb[essional managers, (iii) change in organisation structure, (iv) TQM and (v) BPRE.
\Q}/J obs Become Intellectual: Enhancement of the level of the technology needs high level

skills and knowledge. These high level skills and knowledge should be incorporated in the job
description. Jobs handled by semi-skilled employees are now to be handled by skilled employees. Jobs
handled by the clerks yestérday are now to be handled by a computer programmer. Advanced
technology degrades some employees and retrenches some employees from employment unless they -
\ are trained and developed on the application of new technology and methods.

New | '@rcb_p_gjg_g’y’ge nds high level skills, knowledge and values. These aspects are incorporated
in thej'ob description. Hence jobs become rellectual These factors demand for development of human

resources.

) Need for Bio-Professionals ‘and Multi-Professionals: Recent technological_advaﬁce-
ments changed the job description. These changed job descriptions require the employees with both
technical skills and marketing skills. Some jobs need the employees with technical skills, marketing skills,
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finance skills and human resources management skills, Thus, technology demands bio-professionals
and multi-professionals. But present employees are single professionais. Development of human
resources of the single professional employees is necessary to make them bio-professionals and multi-
professionals, ‘

if1) Technology and Organisational Structure: Technology brings the change\s'fn the span
of control, delegation of authority like delegation to individual emnloyees _or groups of emplovees.
These changes influence the changes in the presentorganisational structure. Further, technology results
in downsizing 'ancj“_c.j_'gzwlmahge_r_i'ng, These factors also change the organisational structure. TZEE}ol-ogy

“influences the organisational structure through job redesign arid change in job description demand for

new skills and knowledge from the employees. These factors invariably necessitate the development
of human resources. '

iv) TQM: Total Quality Management is mostly devefoped/based on changes in technology.

- Further, it is influenced by changes in methods. These factors necessitate training and development of

the employees in these new areas.

k/‘(u}'BPR'E: Business Process Reengineering basically changes the process of the business. In other
words, it changes the existing patterns of producti on, marketing, finance and human resources, It brings
the business process centred around a customer’s needs, preferences or needs of a project or activity.
Further, this process changes the existing technology and methods. These changes influence HRD.

Technology change with Human face

The objective of any economic institution is to provide human welfare. Technology is brought to
the people through ecorm_r:ﬁic institutions. Therefore, technological changes should be in compatibility
with the objectives of economic ingﬁ?uﬂlfcjns. In other words, technological changes should result in

" Human welfare includes satisfying unsatisfied human needs, additional and untapped human
needs, reducing or minimising human inconveni_ences or discomforts, creation of employment
Opportunities at least in the long run, if not in the short ru@@_ addition, technological advancements
should not cause all types of pollution in order to provide welfare to the peog@ Further, technology
should contribute to reduce the gaps between the rich ‘and poor by providing the sources of income to
the poor. Such technology can only provide human welfare.

gl"echnological changes with a human face means that technology should change along with the
nedds, preferences and well-being of the human beings. Further, technology changes should contribute
to the enhancement of economic, social and psychological needs of the 'peoplc‘z)

There are several inconsistencies between technology and human face. Advances in technology
reduces jobs immediately, pollutes the air, water and sound. Further, ii affects the natural environment
and ecological balance. Further, technological changes result in the development of certain new
products which harm human health like fertilizers, pesticides and even cellular phones. -

Technology also changes the culture, which sometimes may be against the cultural values. For
example, introduction of so_rﬂg_IV\dEnnels which mostly transmit western culture. X
It i$ viewed that the objective of technological change is tc create additional income sources

through creating additional employment opportunities. But technologicat changes in reality reduces
even the existing jobs.

\_Fechnological changes also result in demotiog_g_f_giifting employees, increase the work load, skill
requirements of the existing employees, enhances boredom and monotony. Further, technological
change disturbs the existing social adjustment at the work place. '




: charige activities.” Thus, change agents are responsibl
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Development of human resources continuously at all the levels in the organisations and natibﬁs
help in developing the human face in the technological changes, at least, to some extent. ‘

\_Change Agents: Change agents foresee the possible changes in technology, product ang

markets, plan for modifications in the company and implement the modifications. According to

Robbins, change agents are, “persons who act as catalysts and assume the responsibility for managing
| e for managing change activities. Change agents
are employees or managers or executives of a company or outside management consultants,

| \/MWWM@K -

X

* - Changing organizational structure

* Changing technology .-

* Changing the physical setting and
» Changing people.

\ Changing 'Organizationa.l Structure: Change agents introduce changes in the existing
organizational structure. These changes include selecting a new approach of organization design like

team structure, empowerment, open and flexible structure. In addition, change agents introduce matrix
structures, flat structure and simple and dynamic structure.

¢} Changing Technology: Change agents introduce new innovative technology equipments,
tools, machines, operating methods, new ideas, new knowledge etc. Under the competitive environ-
ment, autornation and information technology based techniques include Business Process Reengineering,
Supply Chain Management and Enterprise Resource Planning. The chan

ge agents, in recent times,
implement these new techniques. :

o Changing the Physical Setting: Change agents also introduce changes in physical lay-out of
the factory, office, stores, space configurations, furniture based on ergonimics, decorations and colour.
o Changing People: Change agents play a significant role in changing the attitudes, values,

norms, aptitude, behaviour, leadership skills, team building skills, openness, communication abilities,
problem solving abilities etc.

MANAGING CHANGE

The term ‘Organisational Change’ implies the creation of imbalances in the existent pattern or situation.,
Adjustment among people, technology and structural set up is' established when an organisa—ﬂ'”:;n
operates for a long time. People adjust with their jobs, working conditions, colleagues, superiors etc.
Similarly, an organisation establishes relationship in the external environment. Change requires
individuals and organisations to maksa_rlg_w_g_w:s. Complexity and fear of adjustment give rise
to resistance and problem of change.@uman resource is an important factor in relation. to the
adjustiments amongindividuals as well as between the organisation and environment, as an organisation

is mostly composed of people. Individual members can resist either individually or in a group.

Change could be both reactive and proactive. A proactive change has necessarily to be planned
to attempt to prepare for anticipated future challenges. A reactive change may be an automatic
response or a planned response to change taking place in the environment. |

Types of Changes

Changes can be broadly divided into: (i) Work change and (i) Organiéatiohal change. Work e
cha-nge inclu_des charfg_gs/ in mac]'?iner_g_r, working I‘}_c}l_rs, Vmethods _9f wqu, job en@ggment and
enricthent, ;ob-redsign or re-engineering. Change may also be in the working hours like moming
shifts, evening shifts, operation of the organisation on Sundays/Holidays. ' ‘
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o

anges 'relating to organisation include change in employees due to transfers, promotion,
retrenchment, lay-off, restructuring or organisation, introduction of new produsfigg services, lmposmon
of regulation, changes in organisational goals or objectives efc.

N’
ReaSons for Change

Changes. in organisations are a must, whether brought about deliberately or unwillingly. The
reasons.for change are categorised as follows: changes in busin ingss conditions, changes mwageﬁal

personnel, deficiency in exis yﬁ organisational patterns, technological and psychological reasons,
go_vemmen\yefhcy, size of the. or\gylsatlon etc. ‘

\-?e‘@anceto Change %
he basic problem in the management to change is the study of causes of resistance to change. Despite

the fact that change is a persistent phenomenon, ‘it is a common experience that employees resist
change whether in the context of their pattern of life or in the context of their situation in the
organisation. The best example is resistance of employees to computerisation. Change of and type
-requires read]ustment Man always fears the unknown, and a change represerits the unknown.’

\}—easons for Re5|stance

Some of the lmportant reasons for resistance to change are as follows:

53 /
it

(a) Economlc Reasons Economic reasons for resistance are classified into three groups. They

are: ‘ :
l’.//
Fear of Reduction in Employment Due to the change’in technology, methods of work,

quantlﬁf or quality of work etc., this fear leads to resistance to change on the part of the people.
Opposition to automation is an example to it.

« Fear to Demoiion: Employees may fear that they may be demoted if they do not possess the
" new skills required for their jobs, after the introduction of change. Hence, they prefer “status

b

quo.

» Fedr of Workload: Change in work technology and methods may lead to the fear that
+" workload will be increased while there will not be any corresponding increase in their salaries
and benefits. This feeling creates resistance to change.

(b) Personal Reasons: Personal reasons for resistance are also divided into three classes. They
are: o

* Need for Training: If change in technology and work organisation necessitates training and

re-learning on the part of employzes, it may lead to resistance, as all do not like ‘o go for
refresher and retraining courses off and on.

* Boredom and Moriotony: If the proposed change is expected to lead to greater specialisation
resulting in boredorfn and monotony, it may also be resisted by employees.
N * No Participation in ‘Change: Some employees resist any change as they are critical of the

ShtuatioraTd they are not being given any pait in the decision-making process for change.
When they do not understand fully the implications of change, they resist it.

) Social Reasons: Social reasons for resistance are also classified into three groups. They are:

* Need for New Social Adjustment: An organisational change requires new social adjustment
“with the group, work situation and new boss etc. Ail individuals are not ready to accept this

challenge. Some people refuse transfers and prom otidns for this reason only, as they will have |
to break their present social ties,

A asee
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_ » Taking Change as Imposed from Outside: Some emplo
- outside upon them.

vees take any change as imposeq from
» Other Considerations: Some employees may consider that every ch

the benefit of the organisation only and not for them
~ public.- Hence they resist the change.

. ange brought about is fo
, their fellow workers or even the gen, eral .

‘Resistance from the Side of Managers

Itis not a common fact that change is always resisted by the employees only. Managers also resis

| change sometimes. Any change sets in n

‘ ew responsibilities and imposes new tension, stress and strains. .
over them is normally resisted by managers. The feeling of uncertainty, whether they will be able to
handle new rircumstances successfully or not, motivates them to resist.

APPROACHES TO ORGANISATIONAL CHANGE

Management is said to be an agent of change. It means that the management has to ihtoduce,changg

successfully in its organisation. It has to overcome the resistance and make it a successful venture. The
management must realise that resistance to change is basically a human problem, though on the
surface, it may appear to be related to the technical aspect of change. So, it must be tackled in a human
and social manner. Management has to take the following steps to-implement the change successfully:
Participation of Employees: Before introducin

co%ﬁt& and they must be made a party to a

g any change, the employees should be fully
ny such decision. The meaning and purpose of the change

ill be affected by it. Enough time should be allowed for
ge should be explained in detail to the employ;@(see

must be fully communicated to those who w

Box 14.1).

*  Empathy *  Knowiedge *  High Self Awareness
*  Respect *  Honesty *  Capacity accept without bias
*  Warmth ; *  Credibility *  Facilitator

'* Personal characteristics * FExcellent communication *  Excellent listener

~*  All round preparation

ting any change, the ianagement should plan for
it. Employees should get an opportunity to participate both in planning the change and installing it. This

will help the group of the affected empioyees to recognise the need for change and thus prepare they

. Plarning for Change: Before implemer;

- for receiving it without any fear. ¥

i

\}rPrctecting Emplogggﬂg:__l“ﬂe{e_sts: Management should ensure that employees are pro- |
tected from economic loss, loss in status or personal dignity. If those things are protected, the degree
of resistance to change will be at the lowest ebb. _ -
\ 3¢ Group Dynamics: Group dynamics refers to the ever changing interactions and adjustments
in the mutual perceptions and relationships among members of the groups. Such group interactions are

- the most powerful instruments which facilitate or inhibit adaptation to change. Adaptation is a team

activity which requires conformity to the new

“could be positively articulated by the man
durable.

group norms, moves, traditions and work patterns. If these
agement, the results are likely to be more successful and

i i
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’}{&-Cautious and Slow Introduction: The management should not introduce any change
suddenly and abmpﬂy. It must be an objective for the management to build in the organisation an
awareness of change and an ability to forecast it, and also to construct an attitude of welcoming change,
Change must bq‘_‘:‘i‘gt{QQNUH,CE.QL;J,J;QMQ_@,QL‘IQQQ@J_. Jpatts, and if possible, the results must be reviewed and’
required adjustments must be made in it. - R

Positive Motion: The management should use the policy of positive motivation to coi;ritéra_ct’ .

negative resistance. [t should be the atfempt of the management to make the job easier and less exerting.
The management should impart proper training to-its employees -in new techniques' and work

knowledge etc. The leadership styles should also be supportive and human oriented. This policy will also |

bring down the resistance to change.

Sharing the Benefits of Change: Any change whether technical, social or economic will be

lea%t resisted by the employees if the management permits the employees to share benefits which arise

i “out of the change: So, the management must see that employees are not only assured of it, they are

0’

DN

3
S
5

‘given due advantage of it as well.

Training and Development: Management should plan for éhange. Based on the change

~ plan, the job should be redesigned. Management should train the employees before-hand and prepare

the employees to invite change. Normally, trained and developed employees will not resist change as
they carnot keep quiet with. enriched skill and knowledge.

{\Q,ae‘a_n:.‘g{' Planning and Deve]ppme’nt: Organisation on the basis of change plans and
redesigned jobs should plan for careers of employees, possibilities to move the employees to the higher
leveis and develop them. The developed employees for future careers demand the management to
implement change. . ; :

~_J}0. Organisation Development: Organisation development aims at moulding and develop-
ment of employees in the psychological and behavioural areas with a view to achieve organisational
effectiveness. Employees with enriched behaviours welcome the change.

Principles of Change |
Management should also follow the undermentioned principles of change:

(1) Understanding the change itself, its purpose, its benefits and then making them understand
to the employees. -

\(2}-Estimating the reasons for the possible resistance to change and preparing to allay their fears,

o \ES/L—Mindful of channels of authority.

{(4)Preparedness for all the questions and criticism.

(5) JdStening to the suggestions and criticism of employees and incorporating them in the scheme
as far as possible.

( reating interest in them, convincing them and preparing them.
(7) Keeping in touch with the process of change.

-~

ORGANISATION DEVELOPMENT

History of Organisation Develdpment

Douglas McGregor served asresource person to help Union Carbide Corporation to create an OD
capability where OD department was set up in 1962. French and Bell who have done most of the work
on OD feel that laboratory training and survey feedback are the main stems of OD. Sensitivity training
programmes were conducted to managers under the OD movement. OD is still developing and
evolving. ' '

[ 7#

b RS




Managefnent of Change, Development and Culture

What is OD?

Different managers view differently and varioys authors have given a variety of definitions about
OD. Warren G. Bennis defines OD as “a complex educational strategy intended to change the belje fs,
attitudes, values and structure of organisations so that they can better adapt to new technoiogies,
markets and challenges and the dizzying rate of change itself.” :

[*)

Dale S. Beach defined OD as “a complex educational strategy designed to increase organisation |
effectiveness and wealth through planned intervention by a consultant using t eory and techniques of
applied behaviotral service.™ B e St S
~  Wendell L. French and Cecil H. Bell Jr. defined OD as “3 long-range effort to imprOVe__an

techinology of applied behaviour science, including action research » i
Itis clear from these definitions that OD hag emerged in response to needs — primarily becayse

of the inadequacy of training and executive development Programmes and secondly due to fast pace

; \_@),OD is based upon theory and research.

i .
w) OD is concerned with people for increasing Organisational effectiveness.
(9) OD is also concerned with improving organisational cliy,a{énd culture,

/ ~ Characteristics of OD

ordir_laté_d.

© (2) ODis concerned with the interaction and interrelation amnng&sﬁ_ various sub-systems as jt
utilises systems model. ' :
\/K%} OD used one or more change agents wheo stimulate and co-ordinate the change within a

group. Soine organisations employ the change agents while some others have their own,
/ . change agents within their organisation. ‘

(4) OD s concerned with roblem solving approach as it seeks to solve the problems rather thap
merely discussing them - :

ﬂOD emphasises leaming by experience. As such, participants are expected to leam by

“'—ﬂ-——.—..mmm'““-'—--w-.--,um...
experience, ' ~r

(6) _OD utilises group processes like group discussions, inter-group conflicts, collaboration and
\/cooperahon. e
\/(7) OD RrQuides feedback data and _[gfornle._lﬁt‘ion to the participants.

8) ODic a long-term approach to improve the overal] Organisational effectiveness.

/ (9) OD is research based as-most of its interventions are based on research findings
.|

(
" +
J H > —r— e
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Values of OD Movement

0D hovement is composed of various professionals fike the behavioural researchers, consultants,
business executives etc. There are a number of values of this pr

ofession. The important among them
ares; - .,

MS egor As such, it g;ﬁphas_ise§' on supportive and relative opportunities for growth. Sélf—control and
-~ personal réspbhsjbility are to be provided to the employees in an organisation rather than using controls

and punishments.

opmlons and "idea's, viéWpoints and pers‘bnahty. Organisation is benefited by the diffefen'ces‘in
backgrounds, personality and viewpoints of employees,

(5) Authenticity, Openness and Directness: Most of the people exhibit duplicity, tell half-
truths and mask their true motives, Such behaviour inhibits the growth of the individuals and
productivity as the resources are rnisused in this process. Honesty and directness enable people to put
their energies into the rea] problems and improve effectiveness.

(6) Fostering Cooperation: Some executives adopt the rule of divide and manage. Thus, they

ﬁbelieve in win-lose competition for various employee benefits.

and other resources. Hence, executives should create
effectiveness.

This style results in wastage of human
and develop cooperation among employees for

1(/Z)/(‘;ix.ring Attention: Giving attention to Process activities not only at the time of assigning
astivities and bringing relations among employees but also at the later stages.
) Confronting Conflict: Some executives suppress the confiict. But it has
: employee morale. Hence, identifying the root causes of the problem and working
solution rather than suppressing the conflict are needed.

OD Objectives

its long-run effect
out a satisfactory

\Mo increase openness of communication among people.
(2) To increase commitment, self-direction and self-control.
\_.-/ e T el < Sl e ’
(3}To encourage the people who are at the helm of affairs or close to the point of actual action
' to make the decisions regarding their issues through collaborative effort.

UA{"TO involve the mgm};grg'ig the rocess of analysis and implementation.
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Uﬁ‘)"To enhznce personal enthusiasm and satisfaction levels.
(7)- To increase the leve! of trust and support among employees.

w8 Tq_deﬁéﬂl_”gpj@‘tggjg_s'g!giﬁgnys to problems with higher frequency.

9) To increase the level of individual and group responsibility in planning and execution
sse thie ‘avel o o ,

Compan?&ﬂfhanage the change process though organization development techniques in order to
c_reate-sound culture.

0#ganisati0na|j0ulture

Meaning: “Organisétion culture is a system of shared meaning held by members that distinguish es
w,ganizagg_p_me other organisations. For example HRM policies and practices of Procterand

g e e e et T

Gamble are aligned to emplGyee needs and not to their levels.
Factors: Organisational cultural factors include:
» Innovation and Risk taking
» Attention to detail
» Qutcome-orientation.
» People orientation
+ Team orientation
» Aggressiveness
+ Stability
+ Rapid change
» Customer-orientation
+ These are different cultural concepts viz.
» Dominant culture
» Sub cultures
» Core values
+ Strong cultures
» Weak cultures
+ Mechanistic and organic cultures
« Authoritarian and participative cultures.
Creation of Culture: Companies during the early days concentrate on manufacturing and

" marketing and concentrate on culture at the later stage with a view to develop business alongwith new
studies. The process of culture creation is presented in Fig.14.1.-

£

Environmental Analysisv

Process of Culture ¥
- Doy sliie Business Goals
= Nz
: Formulation Strategy
N2
Formulation of Strategic Values\/
N7
Create New Cultural Values /
N
Implement New Cultural Values ol
v

Achieve N_e{u Strategic-Values and Strategies




- Motivation and
Job Satisfaction

» Definitions of Motivation * Objectives of Motivation * Theories of Motivation — Maslow's Theory

of Hierarchy of Needs — Herzberg's Two Factor Theory — Vroom's Expectancy Theory of

Motivation — Alderfer's ERG Theory — The Porter and Lawler Model Expectancy Theory — Equity
~ Theory. of Work Motivation * Job Satisfaction — Meaning — Factors of Job Satisfaction '

Opening Corporate Example: Motivation Levels at L&G

(Source: Ibid)

After the payment of salary and other benefits to an employee, management has to motivate the
employee to contribute the human resourcesto the company. We deal this chapter in the following lines.

DEFINITIONS

Motivation is derived from the word 'Mative." “A motive is an inner state that energizes, activates or
moves and directs or channels behaviour towards goals.” TrhL - Syl

“““Motivation represents an unsatisfied need which creates a state of tension or disequilibrium,
causing the individual to move in a goal directed pattern towards restoring a state of equilibrium by
satisfying the need.” According to the Encyclopaedia of Management, “motivation refers to the degree
of readiness of an organisation to pursue some designated goal and implies the determinati&i of the

‘-E"_‘-‘_'__-_'_'_h_'_—-. . - Ty - ¥
Tature and locus of the Torces, induding the degree of readiness.”

—

Motivation is a process that starts with a physiological or psychological deficiency or need that

activates behaviour or a drive that is aimed at a goal or ‘incentive’. Thus, the progess of motivation lies
in the meaning of and relationship among needs, drives and incentives (Fig. 18.1}. ‘

Needs ———————— Drives » Goals/Incentives
The Basic Motiva- (Deficiency) (Deficiency - (Reducticn of drives

tion Process § with Direction) and fulfils deficiencies)

2 |

.

"

v

i
e
P8

e WG Lt e " e e



T A (T 2 e

i NI, A A
EMATIS: S

S A T e o

Motivation and Job Satisfaction

261
Need: Need is deﬁf:iency. Needs are created whenever there is a phusiological or psychologic
. usiolc ;
imbalance. e i *gical

Drive: Drive is a deficiency with direction. They are action-oriented

and provide an emérgin _
thrust Towards goal accomplishment. = .

Incentives: Incentive is anything that will alleviéte a need to reduce a drive.
—

Objective of Motivation: Itis a bare fact that most of us use only a small portion of our menta]
and physical abilities. To exploit the unused potential in people, they are to be motivated. Needless to
say that such exploitation results in greater efficiency, higher production and better standard of Bving
of the people. " " . = ‘

Types of Motivation: There are two ways by which people can be motivated. One'is a positive
approach or pull-mechanism and @nother is a negative approach or push-mechanism. | .

Positive Motivation: People are said to be motivaled positively when they are shown a reward
and the way to achieve'it. Such a reward may be financial or non-financial. Monetary motivation may
include different incentives, wage plans, productive bonus schemes etc. Non-monetary motivation may
include praise for the work, participation in management, social recognition etc. Monetary incentives
provide the worker a better standard of life while non-monetary incentives satisfy the ego of a man.
Positive motivation seeks to create an optimistic atmosphere in the enterprise. (See Box 18.1),

ol e

- Respect your subordinate as a human being and individual '

> Don’t compare others with your subordinate: But compare the Role Models
» To erris human
s Be flexible

» Appreciate work

» Balance of work
7_ » Give feedback
o Tell truth i.e., trustworthiness
» Be fair, equitable, unprejudice, impartial, objective
* Be open-minded . ) :
¢ Make judgements, don’t e judgemental
* Possess ability to motivate

» Fulfil individual aspirations

(Source: Human Capital, July 2001, p.50)

Negative Motivation: By installing fear in the minds of pecple, one can get the desired work
done. In this method of motivation, fear of ¢onsequences of doing something or net doing something
_keeps the worker in the desired direction. This method has got several limitations. Fear creates

, fr:{strgtion, a hp;ﬂle 5@t_é‘of mind and an unfavourable attitude towards the job which hinders efficiency
and productivity. So, the use of it should be kept to its minimum. -

L L
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THEORIES OF MOTIVATION

“~There are several theories on motivation. The significant among them are: Maslow’s Hrie‘rarchgr_glf
Needs, Herzberg’s Two-factor Theory, Vroom’s Expectancy Theory, Alderfer's Theory and the

‘Porter and Lawler’s Expectancy Theory and Equity Theory of Work Motivation.

J@! 1\Maslow s Theory of Hierarchy of Needs

According to Maslow, human needs form a hlerarchy, starting at the bottom with the physiclogical
needs and ascending to the highest need of self- actuallsahon as shown in Fig. 18.2. He says when one
set of needs are satisfied, they no longer work as motwators as a man seeks to satlsfy the next higher

O,

 level needs.
P
L
/ Esteem Necds ».
' / . Affiliation or Acceptance
T Needs
/ Security or Safety Needs
p
/ : Physiological Needs
i
/ MASLOW'S HIERARCHY OF NEEDS

The Need Hierarchy :
fr)/hysnologlcal Needs: These are the basic necessities of human life — food, water, warmth,
shelter, sleep and sexual satisfaction. Maslow says fhat until these needs are satlsfled to the required
level, man does not aim for the satisfaction of the next higher level needs. As far as work organisation
-is concerned, these needs include baclc needs iike pay, allowance, incentives and beneflts (See Box

18.2).

ii) Security/Safety Needs: These refer to the need to be free of physical danger or the feeling
of loss offood, job or shelter. When the physiological needs are satisfied, man staMI}nk ing of the way
by which he can continue to satisfy thes“ﬁﬁ'ﬁ%ﬁéral ne &ds. Secunty needs s e moment he
makes an effort in the direction of provldmg himself the source of continuity of physiological needs. This
is exactly the reason why attitude towards sea]?l’f"y Is ar THportant consideration in choosmg job. These
needs as far as work organisation is Conceihed nclude: o conformlty, secunty plans, membershap in

uhions, severance pay etc. .

=5

A e O B NRIR e e

TR e e L a etz

ST W—

[P PCESR AL P PPN

e e e e “— g —

;:”.'-_mm_,nh‘bwﬁ.-';.h_ﬁ;.‘-sa.,-.hmfm' Mmﬁlﬁggz.ﬁm ﬁmﬁﬁw a1
A 5 o R g eyl

-~




Aot : ’..-_.:..'- Fie. AL

Motivation and Job Satisfaction

Monetary Motivators
Pay in-conformity with market trend

Skill-based reward.system |

-
.
"o Merit pay
» Employee stock option
/Performance Bonus:
Non-Monetary Motivators
,» Awards: trophies, plaques, citations
> Tokens: vacation trips, watches, tie-pins
.~ * Club memberships
s Cafeteria or menu for salary—salary break-up according to employees’ choice
» Medical benefits
o Group Life Insurance

» Retirement Benefits.

(iii) Social Needs: (Affiliation or Acceptance Needs): When the physiological and security needs
are satisfied, these social needs begin occupying the mind of a man. This is exactly why he looks for
the association of other human beings and strives hard to be accepted by its  group. Social needs at the

wo‘lrlfﬂ_r_)lgpg‘e_ incdlude: human relations, formal and informal work groups.

(iv) Esteem Needs: “These needs are power, prestlge status and self- confidence. Everyman has
a feeling of importance and he wants others to regard him highly. These needs make people aim high

and make them achleve somethlng great. These needs for employees include status symbols, awards,
promotions; ~Tfitles etc.

(v) Self-Actualization Needs: This is the highest need in the hierarchy. This refers to the desire
to become what one is capable of becommg Man tries to maximise his potential and accornplish

somethifig-when this need 1 activated in him.

Critical Analysis of Malsow’s Theory: The first question that arises is “do_needs follow
hierarchy?” Studies and surveys conducted by experts reveal that needs do follow hlerarchy to sume
e_xtent. But it should be remembered that it cannot be generalised in the sense that needs do not
necessarily follow the same hierarchy among all people at all times. It also depends on the cultural values

and personahty of the llrlfi_lytﬁc_luals and their environment. But it is true that psychological needs would
emergo only iy after the physiological needs are satisfied.

. Herzberg’s Two-Factor Theory
Maslow’s theory has been modified by Herzberg and he called it two- factor theory of motivation.

According to him, the first group of needs are sucﬁ“{h"ngs as company policy and administration,

supervision, waorking conditions, interpersonnel relations, salary, status, job security and personal life,

Herzberg called these factors as ‘dissatisfiers’ and not motivators. By this, he means that their presence
e o=

or existence does not motivate in the sense of yielding satisfaction, but their absence woiild result in

dissatisfaction. These are also referred to as ‘hygiene’ factors (See Fig. 18.3).

* . N B
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— Maintenance Factors or Dissatisfiers Motivational Factors or Satisfiers
Herzberg's Classifi- | or Hygiene Factors
cation of Mainte-
nance and Motiva- | Job Context Job Content
tional Factors Extrinsic Factor Intrinsic Factors
' | Company Policy and Administration Achiévement
Quality of Supervision Recognitibn
Relations with Supervisors ‘ Advancement
Peer Relations Work Itself
Relations with Subordinates Possibility of Growth
Pay Responsibility
‘Job Security |
Work Conditions
" Status

In the second grouy are the ‘satisfiers’, in the sense that they are motivators, which are related
to ‘job content.” He included the factors of achievement, recognition, challenging work, advancement

and gr%filth in the job. He says that their presence will yield feelings of satisfaction or no satisfaction,
but not dissatisfaction. ,

Comparison of Maslow’s and Herzberg’s Models: If we compare Herzberg and Maslow’s:
models, we can see that Herzberg’s theory is not much different from that of Maslow. Most of the
maintenance factors of Herzberg ¢omé under low level ieeds of Maslow (See Fig. 18.4). Maslow says
when the lower level needs are satisfied, they stop being motivators and what Herzberg says is the same
in the sense that they are maintenance factors (not motivators). But one particular difference that can
be talked off here is that Maslow emphasises that any unsatisfied need, whether of lower or higher level .
will motivate people and Herzberg clearly identifies certain needs and calls them as maintenance factors
which can never be motivators. ' e+ er s i g

Herzberg’'s Model Maslow’s Model Alderfer’s Model
Comparisiclm of Motivating 5. Need for Self- GROWTH
Maslow's, Actualisation
Herzberg'sand 4 PRERRR - 4
Alderfer's ERG 4 Esteem Needs
dels,. | ————
Mot Maintenance Factors 3. Affiliation or RELATEDNESS
: Acceptance Needs | | |
2. Security or Safety EXISTENCE
Needs
1. Physiological Needs
Wit |

3. Vroom’s Expectancy Theory of Motivation

Victor Vroom felt that content models were inadequate explanations of the complex process of
work motivation and he developed the relatively new theory of motivation. According to his theory,
motivation of any individual depends on the desired goal and the strength of his expectation of achieving

the goal. Vroom’s model is built mainly on three concepts — balance instrumentality and expectancy
(See Fig. 18.5). . .
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Valance: Vroom says that valance is the strength of an individual’s preference.for a particular
outcome, It can be taken as equivalent of value, incentive, attitude and expected utility) For the valance
to be positive, the person must prefer attaining the outcome to not attaining. A valance of zero occurs,
when the individual is indifferent towards the outcome. The valance is negative when the individual
prefers not attaining outcome to aitaining it.

Instrumentality: Another major input into the valance is the instrumentality of the first level
outcome in obtaining the desired second level outcome. For example, assume that an individual desires
promotion and feels that superior performance is a very strong factor in achieving that goal{ His first
outcomes are then superior, average or of poor performance. His second level outcome is promotion.
The first level outcome of high performance thus acquired a positive valance by virtue of its expected
relationship to the preferred outcome of second level promotion. In this case, the person is motivated
to achieve superior performance because he has the desire to be promoted. The superior performance
(first level outcome) is seen as being instrumental in obtaining promotion (second level outcome).

Expectancy: The third major variable in Vroom’s theory is expectancy. Though the expectancy
and the instrumentality appear to be the same at the first glance, they are quite different] Expectancy
is a probability (ranging from 0 to 1) or strength of a belief that a particular action or effort will leave
to a particular first level outcome. Instrumentality refers to the degree to which a first level outcome will
lead to the second level outcome. Vroom says the sum of these variables is moﬁvati@/’ '

4. Alderfer’'s ERG Theory™

Alderfer also feels that needs should be categorised and that there is basic distinction between
lower order needs and higher order needs. Alderfer identifies three groups of needs, viz., Existence,
Relatedness and Growth and that is why his theory is called ERG theogﬁf he existence needs are
concerned with survival or physiological well-being. The relatedness needs talk of the importance of
interpersonal and social relationships. The growth needs are concerned with the individual’s intrinsic
desire for personal development. This theory is somewhat similar to that of Maslow’s and Herzberg’s
models. But unlike Maslow and Herzberg, he does not assert that a lower level need has to be satisfied
before a higher level need, nor does he say that deprivation is the only way to activate a need. So, a

person’s background and cultural environment may make him think of relatedness needs or growth
_needs though his existence needs are unfulfilled.

¥5.\ e Porter and Lawler Model Expectancy Theory

All the content theories assume that satisfaction leads to improved performance. However, it wags
later found that there is a very low positive relationship between satisfaction and performance. Lyman
W. Porter and Edward E. Lawler expioded the complex relationship between motivation, satisfaction
and performance (See Fig. 18.6). According to them, performance is a function of three inTEE?féﬁ}
factors, viz.:

. " If an employee wants to perform, he must be motivated.

/.(ii} Motivation alone does nct ensure performance and hence a person must have the necessary
legs . b i 2 52 y :
abilities and skills as well.

(iii) An employee must have an accurate knowledge of the requirements of the job.
-

The follbwing are the key-variables in this model:
&y Motivation: Satisfaction and Performance.
i
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The Porter — Value of ! | Abilities ¢ Eerceiveds :
Law Motivation Reward and . Equitable [
Model Traits Rewards

Intrinsic’™

Rewards
| Effor® |k Performance® . » Satis-
* | Accompli- faction®
shment ' \
| Extrinsic 7
Rewards
Perceived ? Role s
Effort Perceptions
Reward
Profitability

(Source: Fred Luthans, op. cit., p. 249).

G~ Effort: Effort does not directly lead to specific levels of performance. Effort is only the amount
of energy exerted by an individual to achieve a specific task. It is only the result of the attractiveness
of the reward and how he perceives a relation between effort and pay off. The individual will exert
greater effort if he perceives that themgremrﬁﬁﬁégﬁsa{ﬁ'a?ﬁﬁ éffort will lead to the reward. So,
motivation is seen as a force on the employee to expect effort.

:ifiiil?erformance: Fffort alone is not enough, as performance results only when the effort is
continued with the ability. Effort and performance cannot be taken as the same.

7+ -Reward: A person gets intrinsic reward himself by performing a task well. Intrinsic reward will be
a\fééﬁg of accomplishment. Extrinsic rewards like pay, promotion and status are offered by the
organisation.

: “»Satisfaction: The satisfaction depends on the perceived rewards and the actual rewards. f an
individual feels that he should have received more for what he had done, it results in dissatisfaction and
vice versa.

Thus, motivation and achievement result in satisfaction or, dissatisfaction of an errlgloyee about
the job, organisation and the like.

6. Equity Theory of Work Motivation

Credit of developing this theory goes to J. Stacy Adams. This theory argues that a major input inte
job performance and satisfaction is the degree oi equity (or inequity) that people perceive in their work
situation. Inequity occurs?when a person perceives that the ratio of his or her outcomes t¢ inputs and
the ratio of releva;ot%i’s outcome to inputs are unequal. Schematically, this is representé'&as_ follows:

i
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Person’s outcomes - Other’s outcomes .
o AR I O
Person’s inputs Other’s inputs
Person’s outcomes Other's outcomes
A L T R LR
Person’s inputs - Other’s inputs
Equity occurs when: - _
i Person’s outcomes Other’s outcomes
Person’s inpuits Other’s inputs

Both the inputs and the outputsof a person and others are based upon the person’s perceptions,
Age, sex, education, economic and social status, position in the organisation etc. are examples of
perceived input variables. Outcomes consist of rewards like pay, status, promotion and intrinsic interest
in the job.

If the person’s perceived ratio is not equal to the other’s, he or she will strive to restore the ratig

toequity. Thus, the work motivation of oneself depends upon other’s inputs, output and one’s perceived
output. :

4OB SATISFACTION

Meaning of Job Satisfaction

Job satisfaction refers to a person’s feeling of satisfaction on the job, which acts as a motivation

e

- to work. It is not self-satisfaction, happiness or self-contentment but séﬁ_s__f_a}q@gpdg_n the job.

- The term relates to the total relationship between an individual and the employer for which he
~-- Is paid. Satisfaction does mean the simple feeling-state af‘:?éﬁrﬁﬁéﬂﬁﬁih"gﬂtﬁéﬂattainment of any goal, the
- “end-state is feeling accompanying the attainment by an impulse of its objective. Job dissatisfaction does
mean absence of motivation at work. Research Workers differently described the factors contributing
to job satisfaction and job dissatisfaction. Hoppock describes job satisfaction as “any combination of

- psychological, physiological and environmental circumstances that cause any person truthfully to say
that T am safisfied with my job” -

- Job satisfaction is defined as the “pleasurable emotional state resu!

job as achieving or facilitating the achievément of one’s job values.

ting from the appraisal of one’s
i ‘ _ " In contrast, job dissatisfaction is
defined as “the unpleasurable emotional state resulting from the appraisal'of one’s job as frustrating or
blocking the attainment of one’s job values or as entailing disvalues.” However, both satisfaction and
dissatisfaction were seen as “a function of the perceived relationship between what one perceives it as
offering one entailing.” (See Box 18.3).

Factors of Job ‘Satisfaction

“Job satisfaction refers to a geperal attitude which an employee retains on account of many specific

attitudes in the following areas:j}-}«:]"db satisfaction,{(Z) Individual characteristics, and (3) Relationships

outside the job. There are different factors on which job satisfaction depends. Important among them
are discussed hereunder.

Personal Factors: They include workers’ sex, education, age, marital status and their personal
characteristics, family background, socio-economic ‘background and the like. ™
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atisjied L
o 1 like the nature of work that Fdo G RN R e _-"_"'""
v My work gives me-a sense of éccomplish_ment _ : LAY -
¢ lam proud to say that | work at Sears: e - "o = i .
U " The amount of work | am expected'to'do influerices my overall attitude a ut the job most Ly

. positively : _ o ity L,

s My phyéicaf working éondi_ti.on's fnﬂuence my overall éai-tude about my ob most posmve]y :
'« The way my boss treated me and supervised me influenced miy overall 'é!t’f!t&i%ﬁ.eaabout myjob

> 1 feel this company has bright prospects j s : i

* Sears is making the changes nece'ssary"'t,o compete effectively

1 understand our business s't-r'ia‘tegy_

- I see and u_n_deré:tand the link.between my job and Combéﬂv-ét?gtégy,‘._‘_r : | 3

" Factors Inherent in the Job: These factors have :re_cently been sty.d1ea and fbdﬁﬂ I-'t:{s-;be.

important in the selection of employees. Instead of being guided by their co-{)}b‘rke‘rs and supervisors,

the skilled workers would rather like to be guided by their own inclination to choose jobsin consideration
of ‘what they have to do’. These factorm»y_qgk itself, conditions, influence of internal and
external environment on the job which are uncontrolled by the managemenf etc” .
Factors Controlled by the Management':'i"hey include the nature of supervision, job security,
kind of work group, wage rate, promotional opportunities, transfer policy, duration of work and sense
of responsibilities. All these factors greatly influence the workers. Their presence in the oxganisation =
motivates the workers and provides a sense of job 'satisfa'cticgp./ : -

Though performance and job satisfaction are influenced by different set of factors, these two can
be related if management links rewards to performance. it is viewed that job satisfaction is a
consequence of performance rather than a cause of it. Satisfaction strongly i_nﬂu?rif:ég the productive
efficiency of an organisation Whereas absenteeism, employee turnover, alcoholism, irresponsibility and
uncommitments are the result of job dissatisfaction. However, job satisfaction or dissatisfaction
opinions about the job and the organisation which results in employee morale.

forms

“Money motivates men at all levels”. Explain.

What do you mean by Motivation? '

Explain the significance of Motivation.

‘Whait are the various hygienic factors?

Explain the role of rewards and punishments in Molivaticn.

Explain the various theories of motivation. )
Critically study the various needs under Maslow’s Theory of motivation.

What s system approach of motivation? Explain it clearly in relation to individual and group motivation,
What is job satisfaction? Explain the factors affecting job satisfaction,

~
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FHow Training ﬁeneﬁ:s the Orgc:msarlbn

Leads to improved’profatab_luy and/or ‘more positive- attitudes toward proht orientation
Improves the job knowledge and skills at all levels of the organlsatlon

Improves the morale-of-the workforce———————— i e

Helps people identify with. orgamsatmual-goal& e

Helps create a better corporate image ‘

Fosters authentlmty' openness and trust

Improves relationship between boss and suborchnate

Aids. in. orgamsanona! development

Leamns from the tral:nee

Helps prepare guidelines for work .

Aids in_understanding and carrying- out—orgamsatxonal pohcles

'Provldes _infofmation orlfuture

g , on rha ng"and problem solving skllls
Axds m development for p_romotlerr rom [ —

".-..'.'0.....'0..!;

e o0

Stimulates preventlve mana
Eliminatgs. suboptimal behawour lsuc'
Creates an appropriate climate for ‘growth,:
Aids in improving. organisational
Helps employees adjust to charge

Alds in handlmg conﬁlct thereby-he'plng to prevenl stress and-tension: -~

® o0 017 000

Thmugh tra:mng and develop
growth, responsibility and advanc
* Aids in encouraging. and_achie f
¢ Helps a person handle stress, tens:en v.fn.lsﬁ-ahe -‘andv“confllct
Provides 1nformahon lcr ampro' : nowledge;:
atht‘udes '
ses job sahs‘lachon and re ogr
‘Moves a person towards. person
Saﬁsf‘ es personal needs of the

-Develops a sense of growth in. leammg

Helps a person deveIOp speai-u g and
are requried. .
2 Helps eliminate lear in ettempting new tasks

2 ® o @& 0@

; Benefits In Personnel and Human Relatlons lntrugrcup and Intergrcup Relatlons and

Polir:y lmpiementatlon LRI R
-#" Improves communication bet\wen groups and lndiwduals
‘s "Aids in or:entahon for new emplo‘ ¢

. promation

s Provides information on equal opportumty and-affirm,
e Provides Information on ethes - ge,eenmfemmmwmmiﬂrauw policies
= Improves interpersonal skills, g
¢ Makes organisational policies, rulgs and regulafior&s \na Ble-™

¢ [mproves morale Ch i

L
L ]
L]

Builds cohesiveness in groups : SR
Provides. a good climate for leamifig, growth and co—orcll_natlon
Makes the organisation a better place to work. ancl l've T

:and those taking new jobs Lhrough tramfer orl
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