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CHAPTER-T

THE_OBJECTIVES OF FHIC STULY

The following were the main objrcllives of
rnstudy
The main purpose of the study was Lo soo if
Jeadership stylos had any affocct on
communicaltion aoyostoms of Lhe organisalion.

1
Whether leadership styles and communication
Processes topgather wonld atfect
ovganiaationn! etffectiveness.
To compare two organisations (of  the  same
nature of work) on the basis of coffectivencess
criteria.
To study. the complotle cummunicaéion profiles
in Lhe organisation through two
questionnaires (0CQ and CPQRY.
To study six major behavioural
characteristics (i.o: Respensobility,
Flexibility. Strength., Imoge. Endurance and
Relaxalion) of the leaders in thn
organsiabions through BELL
To study complete picture of orpganisatlional

effectivencesys criteria  throuph some major

dimension:s, Poers Consensus, Need for

Independonce, Urpant sat tonal Commitment,

Organisational Attachmont, Innovation,
~

Job-gatisfiacttnn. oo,
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. To  study bhoe maior communionbion processen
{i.c; Trust, Desire for interschion, Upward,
Dowvnward  and Lobteral Commumicalion) of  Lhe

organisations.

HYPQTUESES -

Un the basis of Literature. reseavch work and
logical deductions, the {ollowing hypotheses were
formulanted :

1. Leadership styles and communication processes
should internct with each other.

2. leadership styles and communication’ profile
variables will boe correlatoed with each other
sipnificantly.

3. Another Lvpot hoges envisaged on the
aasumpt ion of Pgyco Cultyral situational
theory. That 13 Eclectic or Mimed style of
}13i}(i(? *ship renders more Jjob sabisfaction  and
woﬂld generat.o greatoer organisationnl
of fieeltlveness,

4. Different leadership styvles would influence
different variablen ol organisat ional

cffectiveness.

5H. Six major Behavioural! fibtness dimenstons,
na@ely, Responsibility, Strength,
Flexibility. Imapge, Endurance and Relaxation
would be correlated with lecadership styles.

G. Leader  behaviour will  determine effective

downward communicabion process than wvpward

and Lateral in the organinations.
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An recent,  leaderchip  recsearchers regnrd
lenderchip oo 3 performoanee - contingeont

process {(Gkinner, 19h3).

That is, the effechtive loesder reilnforcen
cubordinaba bebaviour that leads Lo achicving
organicational gonls A punisheo the:
subordinates for behoviows  thah  does not,

chieve such gosl. Hoamer, (1974), Mawhinney

o

and Ford (1977). Scobth (1977) nnd Sims (18977,
1978) hove provided ltheoritical treatments
for the sbove view. ‘
Behavioural Fitness Charncteristics (i.e3
Respongihiliby, Strengbth, lwmapge, Flexibillby
Enduranen  and Relaxabhion) will determine
effectivenens of comnunicotion procogsocen  In
organisations.

HBoth Feleetic and Authoritative nurturant
task type of leadership. would come ount  as

the moat offectlive ntyles.

Organicationanl BEffectiveness variables like

Consensus, Orpanisabional commi tment,,

s » \
organisational attachmaent, . and Job
sabtiafaction, ot will have positive
relationahip with various communication
processes.

A proved by empirical stuwlies (Gaines, 1980;
Maier actal, 196J3; O Reilly and Roberts, 1971;

O Reilly, 1978; Roberts Reilly, 1974), Trust
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~
in nne”g superior will gtrongly reiate Lo khe

trequency accuracy and -effechivencoy of
communicagtion proceess,

Superior’s infiluernce on sihardinnbes will
have signitieant intluoirc o on the upward |low
of  communication. Au Kelly (1951) and  Cohen
(19688) prointed onty, Influcnce of cuperiors on
suhnrdjnahéé may have significont relation
aver Lhe suhordinaotes promotion, careers ete.
Leodership sLyles would be correlaked wilh
Jjob sabticfaoction Jevels of the pubjects.

Thé levels of orpganisationsl effectiveness
dlhensiong .o Josts inve lvement,
Orgoanisationsl W commitment, Organicatlional
utgéchment LepitbimabLiswation, Job solisfaction
would be debtermined by the leaders”.

As’ Gamson  (1968) pointed oub the power Lo
organisational gonls chould nol be restrichLed
Lo downward iunfluenee in orpanosiotions. TL i
o reciprocal prounss. Bolh superliors oand
subordinates  influence onch other for Lhee
citfective [ancebtioniop of Lho orponisabion.
S50, it 1o hypothesiooed bhob, both upward  andd
downward communicalLion processes will
significontiy alfeol L orgonicationnl
effectiveness.

A climate  of trust wmahess  people happy.

contended and satisfied on their Jobs.

if



1t is hypothesised that all dimensions of job
satisfaction as well as satisfaction in
general will be significantly and positively
correlatboed with trust, and influence
dimensionswa commnicat ion processes.

18. Factors related communicabtion profile wscales
like Listening, Beneficial aspect, Written
pu%iication and mainly the  Amount of
in%ogmatiun one wants Lo receive _will have
siéﬁ;iiqann correlation witﬁ:: the
coémunication procesees dimensions. |

17. Somé. characteristics of communicﬁtion
profiles 1like Trust, Beneflcial aspechs,
Listening, Amount of‘ Information received,
amouﬁt of information want to ;eceive will"’
rlay an important role to ' determine
organisational effectiveness criteria, like
Consgnsus, Legitimatization, Organisational
commitment, Organisational attachment:and Job
satisfaction. ‘

MEIHODR

A

VARIABLES UNDER STUDY : .
LEADEBS@LB”SIXLE : 8ix leadership styles are
accepted as the independent variables. Six . styles
are emerged from the Factor analysis condnéted on

the Monosperial Bebavioural Questiomaire (MBQR).
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TIC STYLE : The Eclectic lender koopg
tinal authori1ty with himgelf amd slaeo
tiberal and warm behsvioor towsrd

dinates %to bring up their ahillLly Lo

Hee combines 1o bhimself severol qualities

tyles.

INTERACTION ORJTENTED STYLE - 1@15 leader iu

the {
who

de 1;>e n
persu
AUTHO
denot
power

pgrate

ricndly bype, caring and receptive type
believes that organisational prosperity
ds upornr . good  friendly supﬁbrt and
ation townrd subordinates.

RITATIVE 0 NURLUBANT STYLE : As bLhe name
es. the toader  zives  importance to
. proestiesa, apprecial e loyality and

fviness on the part ol subordinates.

BUREAUCRATIC SITYLE : The burcaucratic toader

enhances impersonal but  fair relationship

!

b?ward subordinales.

B!;BEMQR&IL&.;JASJLQEIEHWLE : The
burcaucratic - task - oriented leader taken
sgecial care toward work by following
standard rules  and  rogulations of the

organisation in all official matters.

TASK - __OQRIBNTEDR _STYLLE @ The task orientoed

leader alwayo keeps  track  towards work
Progrecs and appreciatns hard wor king
subordinates. o emphasises completion of
task over everylhing eloe.

i

LD

b



CUMMUNICATION. . PROCESSES @ The communicabion
procensos e s e o e dependent
var lable. They are -

1. TRUST  : Phis, dimencron doesgls with  the
froanloeras i the parl of Lhe leader tbo
divence job problems wilh his immediste
osnper loern

. INFLUBEHCE - In general. the feclings of
the leaddeor are comnted toward immediate
supcrior Lo {urther bilg carcer in the

. N ~
Oregoaniosabion.

3. MOBILITY : This dimension includes the
transfer of the Jleader between the
departments in the same Ovganisation.

4. DESIRE _ QR _JINEFRACEION - Ho;v desirable

| it i tor the leadoer Lo have contoctl
froepmiently with othoers at the game lovel
in the Grganisation ?

5. LN_’,I')'H;U\UY[ON U UPWARD Thoe porcontage of
the time Lhe Je;ujor opends in contact

with the immediate gnperior while on Lhe

job.

6. ' INTERACTION DOWNWARED : The percentape of
the Lime the leader passes incontact
with the suboredinates while working.

7. JINTERAUTTION_WITH _PEERS : The percentapge
of thae time the toader opoends in
interacting with olher colleapgues in the

orpantsaton.

13



1. ACUTIRACY ¢ Thio dimension incluades  the
astindterd sccurgecy . of information
received by the loader from voarioun
sources (.., Svperior, SaoburdinaLes
and Peers).

12 SUMMARIZATION - 'The leader is  required
to summarisae the  important aspoenta
before transmititing informaotion to tLhe
immediate superior.

L0, GATY __KEEPING - It includes the total
amournt of information the . lrader
receives at work and how much he poases

on to his immediate superior.

COMMUNICATION EROFILE VARIABLES :-

1. TRIIST - The dimension deals with the
conftidence and trust of the leaders in
their subordinales and the vice versa.

2. PATISFACTION W1TH THE . CHANCESG.  QF
11R§2MU'£‘1()N : The eriterias of promotion
for the leader are discussed under  the
dimension.

3. BENEVICTIAL spper s The deasirabloe
informations necded for the enbancemenl
of individual roerformance in Lhe
organisation ineluded < under the

dimonsion.

4. LISTERING : IDenotes, the openness  of
mind toward Tisteningg subordinal s’

rroblnms in Lhe company.

PN



V. WRIMTTEN PURLICATLON @ -Particulars abonth
i comprmy poublicabions are menhioned aoder

o throae shaboemoents.,

6. AMOUNT _QF __INFORMATION_ RECEIVEL :  The:
amonnt, of informabions, the leader
reaciriven From oipbl, posciblo sonreecoes are

disousned hero.

7. AMOUNT _OF_JIHFORMATION WANT TG _RECEIVE
The: Lobtal amount of  informabtions, bLhe
leader want Lo recoive from e ighl
specificd sonrcen are measared in Lhio

dimension.

The above mentioned Lwo variables (Lieadership
styles and Communicalion Proccsnens) here again
beoen treated asn  iIndepaendont variables for
Organisational effectiveners. All total of nine
dimensions are Laken into consideration to measuroe

Organicational variables.

1. CONSENSUS - 1t denolbes the uniformity in
perception and atlitude of theé persona in the

organisations.

2. LEGITIMATIZAATION :  This dimension implied
jepgitimale  aunthority  of Lhe  Teadoers. it

refers fo Lhe accepltance by followers of the

ripghl. of Jeaders Lo nxoreine conbrol .
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NEJ:’ZQ___E{)JL_MLNJ)L".)lh{l‘li)!:}bﬂjl'i AL represents  Lhe

i
aquality of o perscon which maokes him like bo

Lthink indopendenbliy sboul hils  Jjob  problome
and Lo sel (and work) sceording Lo his  own
Judgements oo evalusblons sind without much of

superior’ s inctruactbions.

SELF CONTROL, : 1t includeos proper reward for
gincerity ond punlshmenl, for laopoce in Lhe

Job.

JOB IRVOLVEMENT : The dimension refers ag o

depgree Lo which a jpoerson  io identificd
paychologically with hi work or the

importance of work inm hi Lotal self imapge io
so greal thot bic feelings of self-esteem arc
increnged by good porvfermancee and  decroeased

Sy bad performonoee.

INNOVATION  © How atten the tender 4ries Lo
apply erecative idens on bis own Jjob 7

~
ORGANISATIONAL  COMMUTMENT - It denobes  the

leader’s commitmont for the organisational

sueoesss

DRGANISATIONAL  AI'TACHMENT @ The aentimental

attachment of the person with +he
organisation is ment i oned under the

dj,Lmensi oo



JOB SATISFACTION : It refers the employees’

|
satisfaction in terms of generally prevalent
idea bthat it is a "positive aktitude Lownrd

differcent aspects of job’ .

Begides all the above mentioned variables,

s8ix major behavioural fitneess characteristics are

also

studied by using Behnvioural Fitness

- ;nvento;y (B.F.1).

. 1., RESPONSIBILITY : In bebavioural terms, it

represents performance with the leader’s own

decisions and avoidance of "defensive
reaofions.
SIBEHGiH : 1t represents the ability ¢to

concéntrate energ§ to avoid distractions in
action. :
FLEXIBILITY : It includes the ability of
openness to new information.

IMAGE : In behavioural terms 1t expresses a

proper ;mage in the proper actualization.

(SN

ENDURANCE, : Behaviourally, the . dimension

ot

denotes, a commitment to continue | qfféteady
., . . B “’»»‘x‘ Y

course of action toward well-defined goals.

* 1 v

i

.REL&XAIIQN =  This dimenuion'aipciﬁdéé the

ability of the leader to return to' a state of

calyngsa after experiencing high"levels of

emo?ional strain.’

o

{
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APPROACHES TO TIEADKRGHIDP
TRALT _APPROACH - "No amount of learpinpg wlll  make
a man a leader unless he has the nnbnral gqualitien
of one” {(General Archlibald Wavell, The Timeg. U/th
February., 1941) Genernl Wavell oubsrribed  Lhe
view thal leaders are bovn not made. A hulk ot
recenrchoers  emphagired on the above view during
enarly 1930s +o 1940s8. All thase rusenrchers
emphasised on the personality traibs of the lesder
which distingnich them from non-leaders  (Bird,
194013, Jenking (1974), Stopdill (1948), Gibb e
(19475, 1968), Hoon's (1859) and \Baun (19131).
Trajts were divided into three broad Lypen from

the literature view points.

1. Physicsl {factours such agg height. weiphb,
physigue, etc.
2. Abitlty charascteristics such as intellinence,

fluency of speech, scholavechip and knowloedpe,

etd.

3. Personaility features such as  conservatiom,
introveruinn, extroversion, dominance,
per%onal adjustment, selfcecontidence,

interpersonal sensitivity and emotional

conl;ro 1.
.

Personalaty traits like physical characterisn-

s

~tics (liko. activity, energy ete), noaial  back

ground (i.e. education, social shatus etc. ).
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Intelligence amd  ability (i.o: inkelllvence,

knowledge cto). Personality (i.e; adaptability,
self~coqfidcnnu L0}, Task relaLed characteristics
(i.e., i achievemoent drive, inltiative, task
orientatﬁon elL.), social characteristico (i.e;
co~opera%ivenesa, prestige, sociabllitvy cte) oare
. the m:i‘in Lratts which determine leadership
behaviour to & great extent (Bass, 1981 ond
Stogdill., 1848 +to 1970 reviews). Similarly. in
~another -study, by Lawrence 1.S5ank (1874) developed

"the assumption that, managers in organicational

- get up can be differentisled by poscessing

-

- . effective and jneffective traits. This view was

H

p
found to bé/élmilar with the research into the
"Great Man" theory of leadership abtemphed Lo
isolate athLriboLes which would differeptints Lhe
leader from Lho proup membor (Blum & Noylor, 186H;
Guilford, 1952; Tannenbaum. Werchler ond Magsarik,
1961). In examiming exisnegive revicws of  Lhin
literatbture (Jenkins, 1974; Stogdill, 1048)
Fleishman (1957) avserted : “one ws sbrock by the
diversity ol poreonal traits which dicbinpuich
leaders from non- leaders”.

Besides that. many researchers viowed Lhat,
many of “thc braits® are cocituatidn  epccific
(Stogdill, 1911, for that the relative imporbanece
of maﬁy: situational contexts Iin relatlon to

leadership traite s sbill not, fully appreciatberd,

et

- -



CRETICIGM__TQ  LRALT_APPROACH : One of Lh«; moat,
‘ important reaégn for the dis-illusionment with of
mach leader bLralt resesrch haos Lo do wibh  Lhe
nature of Lhe methodology employed. A grest  doeal
of rescarch whs based on "who beenme  leadern in

leaderlines ronboxts” which were often cronted by

paychologiob::” taboratories and  othoer raturnl
environments 1 limited pgenerslizabilily. The
differences, in thralt Lerms. between thepe

emergoent lenders, whether formully ackanowladped by
the group oy nob, and thelr followers wero  Laler
examined. The difficulty wilh  the fooun of
emergent  leadorship is that, ite relevance  for
‘real-life” ocituations was not alwéys clesr, So

later researchers like Bales (e.g, Bales and

Slater, | 1995}, reflected an interest in emergent

leadership i leaderless contexbts with o preater

3

emphasis on what leaders did Mast. of the

)

regearches were done on roal’ leadors in

Industry. In thig context Kormon (1968) bas  chown
I

in{ a review of literature dosling wikh  Lhose

'

peychologiecal characteristics which distinguieh

" effeotiﬁe‘ from in-effective  manogors (i.e.

:»leadersl. Agnin Yukl {1881) expanded the srray of

" traits (to include technical and administrative

skills. 'Threc research programmcs associnsled  with
|

the emphasis on the characteristics of effective

leaderse are oxamined later.

Do

~ e

S



Though thr  btrait approsch  was  comploetoly
discredited., osbLill the iy s poeraonng
charac berigtics of loadors woula have a ploace . Bo
it was wppe ovedmhy many researchoers Lhal, porsonod
charactoristics may nffect leaderchip ssbyle.  In
this context a study of US Munapers by  Hane  and
Ferrow | (peported  in Bass, 1U81) ocuppested Lhal

i

leadear ) asuthoritarianiom aftfoecied how

'

] »
consullstive and manipulsative Lhey were 1n roopect

. \ ~
of thelr subsrdinstes.

:

Hougse (1977) developed o Lhcory aboub
“Chariosmatic leadership’, a oatepgory tound in
classifications of types of leaders (Bacns, 1081;
PP 20-1). thig type of leaders oexertod jpowerful
attraction in respect of their followeru an viowed
by —m:my writers. Housr’s approach was  +g  prove
v;hat surch individuals do and the aftects that Lhey
had on thetr followers. Beside upon a revicw of
the literature House (1877, p: 184) suggested that
charviosmatico leaderas differed from non-chsrismatic
leaders 1nterms “dominance and  sslf-confidence,
nred tor mfluence and a strong moral
vrightecusness of their beliefs.

Finally, rescarchers were interested in the
impact  of personality variableg on the behaviour
of Jraders The first wns the locus ¢f contral’
developad by Rotter ({(1966) which dist inguished

~
belwien  people  interms of whether they believe
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personal  out ~ comes as a function of what they

themselves do; “externals’ see th?? ags 8 product
of forces over which they have .no control. The
term “locuve of control’ seemed Lo influence the
way leadere behave generally. A sbtudy wag
c¢onducted by Durand and Nord (1976) of managers in

a US Lkextiles and plsastics firm found that

‘externals’” were viewed by subordinates as showing -

more ° initiation of structure- and:“consideration
at work. Another study by Bass (198i, p.132)
auggestéd that, “internal’ leaders were mobe task-
oriented "and employ rewards. On the other hand

- L,
external leaders seem to be more coercive and

'threatening in theilr approach. A study by Johneon,
Luthans, and Hennegeey (1984) of supervisors in a
" number of US organisations found that °internal’

supervisors were more likely to be seen as

persuasiﬁe : andh influential with their own

1
»

supervxsors than external‘ Bnpervisors.
~ TheA above dsacribed findings depicted that
-{fthe idea of locu§ of control’ may have gffect on

‘ P e . o .
* the behav;out/éf l?aders and ite influence may be

affected by the situation also.

Drory and,'Gluakinés\.(lQBO)uwexamined the

impact of machiavellianiem, which refers to

“cognitive agreement wlth the basic 1deas \af”

Nicollo Machiavelli. This idea denoted»miatrust’}n

human nautre, lack of conventional morality,’

opportunism and lack of affeét ‘in interpersonal

relationships (p.B1l).

‘)

- b



This is particularly so in the context of the
examination of the personality determinants of
lender bohaviour whlich similarised the lesdership
styles exbibited by laler resesarch. It was proved
Lthat wvariabtlion in machisvellisnism had no 1lmpact
on Lthe peoduchivibty of Lhe work group.
~

Al Therse above menbLioned studico of
lendeorzhip were based mainly in small groups  and
loaderioon., contoxts foealbed  olibher in Lhe
laborolory or  in field contexts. Much  of  the
roecoarches were notb based on formal orgamiaabional
contexLs may  hove been the facbors of Lhe

crriticism ol the tratit, research

PERDONAL _ TRALTS __IN_RFJLATTION. . TO_ MANAGERIAL
RERFOURMANCE : A grest many revearchers pul,  greol
emphasis on personal bLralts In connectlion to
managerial performance. Ghlselll (1971) was
concern&d to identify the “totality of traits and
abilitiga as manageria% talente. In order to
distinguish success from failure in managerc, he
relied upon superiors” assessments of the subjects
of the invesligation. He took of quite a large
number of samples comprise of managers 1in an
organisation. A total array of personallty
inventory was used to assess the performsnce. Each
manager fillee/ in, # research instrument called

“the self~dsé6ri§tion Inventory”™ in which esach

individual presented with 64 paire of traite.
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Then they are asked to choose the ittem in  cach
pate whoreh boesh (in thiety Lwo poivs) and  jenst
(thirty two pairg) deseribes Lhim. Individusle are
then  scored  in bLerms of 13 bLraits. AL} the 13
traits comens anwlor these  Lhree  (3)  calbeporing
below : -
1. Abi!:tkea
)

2. Personality traits

3. Motivations
%

)

In his isaeSBmont of the relative contribution of
each o% these factors to managerial talents;
Ghiselli scored them not only in terms of their
degree of correlation with)it but also, (a) the
extent to which managers exceeded both line
supervisors and workers on each attribute, and
(b) whether each trait is equally or
differentially associated with success in
managers, Bnpcgyisors and workers.

The la¢E/of an’association between managerial
talent and need for power is slightly Burprisiné
in the light of MeCelland’s (1975) research which
indicates it as an important variable. However,
the latter researchers suggested that this power
motivation is directed towards organisational ends
rather .than career enhancement among successful
managers. Above all, Ghiselli s (1971) research in

“traikb- approach’ proved to be helpful féo

distinpuich c¢ffective from iIn-effective leaders

2
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(Dessler, 1982: Filley, House and Kerr 1976,
Pp.-.218-19; House ond Baetz 1979. pp. 353-4).
Besides in \the cage of Ghisellli s resesrch,

difficulty particularly ralsed for the large

contribution of ‘supervisory ability; -to
managerial talent.
MOLIVATION THEORY OF LEADERSHIP EFFECTIVENESS

There was another set of sgstudied in which

researchers sought to use tests of “Leadership
ability’ to predict etfectivengss (Korman, 1968,
pp. 302-7). Managerial behaviour in a formal

organisation was assesscd by Minor's techniqgue
since 1878. The theoretical starting point of

Miner’s work 1is that all orpanisations have,

Ri

general managerial role perception. Minor:

identifies six managerial role perceptions and a

Lpoeitive: attitude to each oﬁ them is eupppsed to

Y

o

PR

s AT

'”v'examlned’17 experimental studies in Which managerS'

ﬁfoonpribu?e leadership Effectiveness He also

.uses .a projective test known as The Minor

Y

‘"Sentence]Completion Scale (MSCS) to gauge managers

-
3
s

‘effective . reactions to six role perceptions. Is
: I N ( e LN .
:ithere .a  positive . correlation between the

t el

DA manager él motivation and managerlal success 7

=

8 .
! B i~

‘,\\ AN E . . Lm ‘.
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~’Mfderived from role motivatlon approach. This view
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"suggests that//p@oplf’s orlentation Can be changed
frl(v’_‘ s A Nv'%-‘ - ) “ ] .
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(sixteen out of seventeen otudies), and that

assertivences ond  the exercise of power are

particularly reasponslive atiLribules in this
respect.
i
This approach proved to be unrelated to
leadership emergence in small  and Jeaderltess

groups (Kovman, 1968: Yukl, 1981).

So, Stogdill ' s re-assassment of Lhe
literature between 1948 to 1970 concerned with
management clfecetivencons  pregerves to  be an
im?ortant approach. Firstly. such studles are
relevant inlsé far an leadorship is a component of
the mapagerial role and so may contribute to
success in this sphere. Secondly, the reasecarch dg

after treated unguestioningly, as though it were

part of the literature on leadevship.

LEADERGHIP SIYLES AND TRAIT APPROACHES : In  the
late 1940 s Leadership in organisations shifted

its emphasis away from the study of “traits” ;}

leaders towards their style or behaviour. At leaat‘

3 factors seem to have contributed to this change
of emphasis.

(1) Ist is the lack of consistent findings with
Jenkins (1947}, Stogdill (1948).and others had
ildentified. Az Shartle (1957} and Fleishman
(19?3); both of whom are associatedywith the style

1

approach. o

20



(7} The sccond tactor which miy have conbribuled
to this 'shifi” ic that general poychological word
on lesdership sermed to be moving ibh bhe direction
of  examining whnt, lesduern do. This cuphnsinc  in
parLiculariy cvitdent din a  grooap of shudles
veenstionally refered +to s Lhe  *Lowa Chi!dhnod’
Stndies’ (Lewin, Lappitt qnd  White, 1939), White
and Lipplitt 1980). loeadership recearch started as
early as in the 1930s when Lippitt and White
(1960) conducted a studey on ten year old boys
divideé into 3 groups, each group being subjected
to thé three difficalt  leasdershly otyles. The
findings of the sludy stated that the boys
preferéd the democratic styles to autocratic style
to Laissez Faire Style of Leadership.

SJ this study added a third form of
1eadersﬁip, Laissez falre, to the earlier pairing.
In the. authoritarian treaiments, the lender
determined prolicy, work techniques and
organisation, remained aloof, and was “personal”
in his criticiem of group members. IﬂA the
democratic leader behaviour only éeneral
procedures wepe suggested by the leader. The
Laissez faire leader allowed complete freedom tGo
the group and was reactive in terms of matters of
work organisatlon and made few comments on work
organisation. While authoritgrian leaders tended

to have more productive groups, democratlic

leaders’, groups had greater work wmotivaetion.



Besides resvacchor put great emphasic on
:

behavioural effccts in organisational phenomena

and writers aconcorncd  with  the effecls of

differenﬁ styles of Leadershlp in organisations.

(Morse afd Reimer, 1956, Tannenbaum, 1968).

(3) Thé third reavon, relates Lesdership Styles

to the. emergence  of the “Human~Relstions”

approach:

This human-relation movement emerged in the
wake of the Hawthorno studies conducted at the
Western Electrice Company s Hawlhorne plant near
Chicago between Lhe vears 1927 and 1932, One  of
the _principal findings of this research was that
being friendlyj loosne supervision had a positive
impact upon worker s morale and productivity. lao
other words, 1L wan whoatl, Lthoe leader did  which
led Lo superior rperformance. These three (3)
factors seem Lo account atleast in part for Lhe
increased interest in Leadership styles which
arose in the late 1940°s . This study mainly
acquired importance due to the impact of different
typres of leader behaviour upon group attitudes and
performance. The shift from “trait” to style
approach had significance upto Adair 1983 who

observed that leaders are born not mgde’ favours

on assumptlon upon selection rather than training

for leader. As the emphasis shifted, towards -

behavioural approach greater attention was given



to the develpmont of Leadership skills and
abiiigies (e.g. Wileichman, Harris and Burit |
l955); The iwpurtance of leader hehaviour on the
assesgment of porforwsnce also studled and  proved
by KLimuski and lsyes (19B0). Some wrikere also
expressed that Leadership style ig B

manifestotion of no ipdividval s personality ond

character. Then this personality . abttribute

itheofiés/approach shifted towards Behavioural

..~ pattern theoriee.

L W}Aﬂm _IHEORIES : This approach
origxnate@f/ ith ' two classic studies 1and« these
created impe?us for a large number of&studies'"qf
Michigan and Ohio State Univevsitg. ft is the
development of rigorous measures of Leadership

behaviour and their catchy descriptions of such

behaviour - consideration and initiating sﬁruqthra‘

1

_— that +the Ohio researchers will be' remembered-
(Fleishman, Hemphill, Stogdill, Shartle and

" Pepinsky, 1950). Having amassed a 1arge number of“’

<

possible descriptions of .the behaviour of leaders‘
the group eventually reduced this‘accumulatlon to_:

, 130 questionnaire items. The instnyment was LeaderA

»L,,
N

Behav1our Description Quesblonnalre (LBDQ) aﬂd

leader behaviour. Flrgtly 300 member of air'

were,sasked to describe the behaviour oi ‘their;

t

| N - a‘q,}'

o

leadelr in terms of the 130}ﬁ questionnalréfﬁ

)
1 . < P

descriptions (Halpin and Winer, 1957y,




N u- o

The aﬁalysiu revealed four predominated in  the

depictions of leader Behaviour. They are :

Factor, 1 = Consideration  which denoted

camaragerie, mubial trust, Liking ond respect in

the relationship between the leader and
subordinate.
Facto 2 -~ Initiating structure leaders whose

behavioural descriptions result in their receiving
high 'gcores on this dimension tend to organise
work tightly, to structure the work context, 1loi
provide clear cut, definitions of role
responsibility and play a very active part to
finish the work timely.

Factor - 3 - Production e@phanis - deals with
‘motivating §9wards the job {(Halpin and Winer,
1957 p.43).

Factor - 4 - Sengilivity (Social awareness)

{Halpin and Winer, 1957 pp. 43 - 4)

Later the most {irequently used version of the
ILBDQ is thalt devised by Stogdill (1963) and known
as LBDQ - XIT and this was . of :100‘”1"
. - by )

 Questionnaire . only. In bandem with ~ the f?t

-metamorphoses in the LBDQ was the. developmenﬁfﬁof

e,
. LT

v U"

supervisory Behaviour Descrlptlon Questlonnaire
i cE e T 0(’5 -

' (SBDQ) There is yet a thlrd promlnent measuring

,f "

é

. L Skt
AR
*instrument which derives from the 0h10 Researchea,ﬁﬂ
J, n 43 ,,i.\

5 ks ‘."“/»

“the Leadersh:p Opinion Quesblonnalrc (LOQ) e

1"

T



GEHEEALMbQﬁﬁﬁﬂiﬁxl B Theré are three important
‘characterisbicn~ first, the work group -in Lhé
level of analysis, sccond, the focus is upon  what
havef been called designated or pubtative leaders,
thirély, the Obio studies and most leadership
lresearch seeks to relate descriptlons ol
ieadérahip Lo measures of vubecome - (e.g.
- performance, job sabisfaction, absenteeism). These
emperical . relationshipe generally have been
~examiped by concurrent assessments of. leadership

and outcome, thereby tending to assign a somewhat

static qqality Lo greal, deal of research.

.

(a) Considersbtion and Initiating Structure :

OChio- group carried out series of extensive
;léadership ;esearch contribuling the nabove two
independang/ diménslnns to understand leadership
behavionr process (Fleijgshmon, 1973).  Initiating
siructure and consideration bthat could account for
Y e e - 33% uf differcvnce In orew commonders”
lesderbehaviour™ were  identified (Halpin and
Winer; 1957). Fleishman (1957) wmodified the Leader
‘ﬁehaviour Deceripbion Queskionnalre (LBDQ) for
Industrial uece. The Dhio gtudies esLlsablished  that
“... the scales moinbtoined their independence of

each othoer Indicaling Lhe utilibty of using bwobh Lo

add Lo understanding leader bebaviour (Flelshman,

‘

* . S e \
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HIGH -
!
i i
! 1
i
’ :
High——w— e § e e e e e Lisw
Consideration '
{
]
!
- i
Low

Initiating Structure
Fig : 1 Spatial representabtion of consideaeration
‘and initiating structure.
/ ’ .

According Lo thio figure, a leader could be
conceptualised oo ccoring bigh or low in  respect
of boubh dimeosions. The clused a leader is Lo th e
cross- over point in Lhee middlie, the wmore  ovorage
he i In roepect of bhoth dimensions TP Lhhve moded
of the relsbionship bolbwecon the Lwo dimonsions hod
empirical validity, only o omall correlablon
between bthem would he expected. Many studics were

conducted over whether there s a sizeable

corrclation bebween Lhem. Kavenagh (1972)
eslabl Lohed Lholt  rocearchers using the | Oblo
~

insbrume%hs tend to find the two dimensionc Lo be
relatively uncorrolabted (i.e:; independenl) when
the LOQ is employed, but the studies in whichg;the
LBDQ ;was uged then to exhibit clear positi&e
correlations. The fack +that consideration -and
initiating structurces opprear Lo achicve golzeable
. correlation with each other suggests thal they are

not tbtally independent, .



33
’ﬁhis study impli~d that leaders believe  thaot
they ;should behave as ﬁhmvg% nongiderstion  ard
shriactire are 1ndependent, bni that thedr

cubonrdinnteg do not percsive themw as =oting this

Way .

(h) 'Ccnsidoratiun, intbiating atructure arnvd
outcomes 1 Considernte leoader have a effeel  on
effectivencas. By contragt, initiating otructure
Was modeétlg/arsociated in a positive direction
with all thé measurcs of effectiveness as well  as
the crows'  over all  satisfacl ion, bt t.he

correlations were preatly cenhanced by controlling

considerabion.

Several studies hod piven gimilar viowns  of
thia Ohlo Stale study., Truell (1973) chalked oul
ten steps for effective supervinors. baned on both
initiation and consideration tactors. These steps
would enable thoe treansialion of "your knowledge of

mapagement policies and principles into sound

operalt.ing practices’” 4or eltfeclive supervigion.
~

Thurley and Wirecdenius (1973) identified gaps

o~
PR

in research and called for a new approach that

counld take into acvcount the increasing
complexities of the ovganisations. N similar
study done in Bongladesh in the year 1984 -~ 8h

also  to obuserve the offects of two  independent

dimensions ot Tonderaship. vorwsideration and



initiatyng structnre on suporvisory effectivoness
in a Jute industry. 1t was ‘proved that bobLh
atruchture andd congidoralion nro tmport ant,
dimensions in detaermining effectiveness of
leadership and raoted effectivencos of the
supervisors varied significantly as a Function of
the wstructure dimencion of leadership behaviour
whey?as the other dimension on supervisory
effentiveness/éga found to be nonsignificant.
Besides that this sbudy approach had fallen
under crilticism four fouar reassons i.e; Discreopsnt
findings, absence of situational onalysis, the
problem of congaliby. Lhe problem of  the proup,
informal leadership asnd bthe non-observabtion of

Leadership boehaviour.
THE_MICHIGAN_STUDIES

The Michigan studies were of the same approach
daeveloped in  the late 19408 and designed to
discover tho principles governing group
performance and group molivation with specific
reference to organisational structure and
]eadership practices” (Ratz, 1851). Over 70
studies : were carried out to identify the
characteristics of  nsuccessful leaders. The
studies were wndor the general directorship of
Renis L%kert at-the Michigan University. Oa  the
vasis of these studies. Likert (1961. 1967) had

propoundad a normative theory of tondership

effectivenss.

'
'
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His thggry of participative style of leadership
claims to be both penple oriented and productlive,
His thiory of participablve style is based on the
follewing baclc princlples;

// '
1) Differéntiation ‘ol Supervisory Role : The
more productive supervisors tended to be those who

spend less Lime doing the same work that  their

subordinates were carryving out (Kahn and Katz,

1953).
2} Closeness of Supervision : Several findings

in this context supgpested that close supervigion
seemed to lead dissatisfaction with jobs and
company, largely due to a felt need for more
autonomy. Later resecarch in the shape of an
cxperimental  study on undergruduateg by Day and
Hamblin (1964) {found that close supervision may
inerease agression to both co-workoers and

supervisors and reduece productivity.

3} Enployee - centredness and high poerformance
goales : A distinction between “employee centred’
and “production centred’ derived by Katz et.al.
(19B0) in the early part of Michigsen Studies. On
the basis of Lhis principle the assertion of
Likert is rememberabice.

“"fmployee-centred supervigors were defined

|

as thos%z who focus on the human aspects of  their
subordin$tes' problems and build effective work
groups with high - performance goalsg” (Liﬁert,

1979).

O



4) Group <deeicsron making and Group method  of
supeprvision @ Grong relablon —sghip wos lven
impartiaieoe i thir resconrech which  helped Loy

enhanco produclivity . The asbove oopecte of  ecorly
Michigsn intO{SSL i oimply bhat alternntive
concepbualications ot loeader behnsviour were
offered  ( Eabim, 1990 Likert, 1961: Monn, 19065).
Mann, 1965 proposced the term  "human relablone”
skil]si which roughly corresponds to employvee
centredness sand denontes a sensitivity to  the
underl;ing principleu of human bchaviour
relationshipe and motivation. In #» cubsequent
study, Deville (1973) jdentified motivation ac an
important aspect of succossful leaderchip.

Bowers and  Scachore  (1986) sbtreoced the
importance of leaderghip not only by Michigan
work, but also by the Ohic school and thooe
devéloped at//the Fesearch Conbre  for Group
Dynamice by//Cartwright and Zonder (1960). Thils
approach derived in the four uvnderlying dimencions
of leadership :

1. Support Behaviour - that enhances

subordinates’ sense of prersonal worth.

2. Interaction facilitation - the c¢lose and

mutually satisiyving group relationships.

3. Goal | emphasis - the stimuiat.ion of
enthurniaom, without  pressure, for tho

achievement of high performance levels.

~N



4. Wokk tacilitation providine the +oochnical
and orpanisations| menngs for rresa |
accompl tshment | boe.. schedul ing,

coordinating, planning.

In; 8 suhoequent, finding, Ralph Kotz (1977)
concluded thotb Jenderaship cffectliveoness ie
dependent on both the vature of the proup and  tLthe

nature of the tack.

Besides the wider implication of Léadership
behaviour, this study had fallen under c¢riticism.
There are six criticisms :

- - Discrepant findings

- Absénece of nituational analysino

- The problem of causality ( Dowers and
Seacherce (1966). Bowers (1975). Franklin
(1975)

- Problem ot the group

- Non-observalion of leadership beahviour
(Morse and Reimer , 1956; Eden and
Leviatan, 19%5; Taylor and Bowers,

1972).

THE MANAGERIAL_GRID_APEROACH -

The above doesoribod Ohio and Michigan studies
had a congiderable  impact upo; leadership
researches. Those ctudinn derived new orientation

called "Normation Leadership Approaches” by Barrow

(1977 .

oo



E The managerial grid was conceived by Blake
-~ _and Mouton (1864) who developed an approach to

organisational//aevelopment which is one of the
best known in the litersture.It is a contrast
between “concern for production” and ‘concern for
people”. According to Blake and Mouton, both are
the essential ingredients of effective managemen%.
Each concern 1is counceptualised on a nine polnt
Scéle, thus vielding eighty one pbssible
combinations of managerial behaviour, but in most
of their writing, they focue solely upon flve K

combinations, which are; 1,1; 1,9; 9,1; and 8,9.

1) 1.1 is called °~ Impoverished Mansgement”™ and
. : >
is churacterised by low score on both
dimencions, a conbtoxt In which confllect s

Likgty Lo be rife.

2) 1,9 is 7 ¢country olub management” with » high
score on concern for people only.
33 9.1 is "Task Manspement ™ which sees people as

merely suppliers of labour and high score on

concern for production iwmpllies only.

. 4) 5,5; is Middle of the road position in which
:é”ﬁﬁﬁmu.thefe is some emphasis ép both dimensions. -

ia’ called 'Team,  Management' andv,t

A, - .
tore 5 N A "" Py ‘?v*

g hd
" .con titutes the reccmmended managerial stance

RN VLo ol o
i

“f‘iin hat%both task and people imperatlvee are,

%
HI /,r; .

¢
v
At
.
"

Wrbeing, mpt:f In particigative system, slnce . ' ‘-

ik

J;peoplen¥respon31ble foréthe production are ° .
San b 3-«.;,; fr*,: o- 3
bty 3

A (,m g

“a180wsuﬁpoaedﬂto be’ involved in work planning»;~ .

and ' execution.



Real Team Manspgomont condilions exiskb  when
individusl  ronle sre in Jipe with those of
Lhe  oreanecctoas (Hlake and  Moubon, 19614,

p.180)

CONCERN 9F

5
, \ CONCERN FOR PRODUCTION
Fig. 2 The Managerial Grid Schemer.

According to Blake and HMouton (1864) Managers

H
1

often oscillate beiween 9,1 and 1.9 styles, the

formef in responce to a need to enhance output,

the léter when interpersonal relationships suffer.
i

Their” advocation lies on the 4,9 wvalue in an

organisation‘ should be undertaken in stages,

starting with offsite training in grid  principles

and then on site training.

In a study of 800 Managers (Blake, Mouton, Barnes

) flgnd Greiner;/lssﬁ) experienced considerable cost

B -

savings fqnd enﬁénoed productivity and profits
ofter the introduction of grid programme. Rather
it dis a vital {ivst step in developing awaroenoess
0of the degirability and means  of gonerat ing
opennes of commmnmieabtion and  participation to

count leasdership of foct tvenoess.

R
O



Another  stude by Campbell, Dunnette, Lswler and
Weick (1870) gave contradictory views on thig

approach.

There is a clear regsemblance bhotween the bwo  prid
dimenaionn nned +he Ohto State pre oceoupabion  with
congiderablon nnd iniltiating structure and tor

that there is often an implicit view among many

writers that the {ormor arone oubt of Lhe later.

LIRKERT S _ SYSTEM a4 © The idea of oystem 4
developed by Likee! (1961; J967) is a systematic
dovelopment of Lhe tJdeas and research penerated by

the Michigan Leaderohip Studies (Likert, 1979).

The  basia Jevel  of Lhikert s owpproach  1g the
pZ'irlc;ip!f.e ol surgportive leadershiy’ . On the bagis
of Lthia, Liikort distinpuiched lour kind of
management system -
a. System y an Texploitive authoritative”
leadoer.

b. System 2 - “benevolenlt aulhoritative lecador
c. System 3 -~ Tconsultative leader”
d. S%Si:cm 4 - "Democratic” leadeor

|

!

Likert. ocupgsaested that thoupgh o manager plann

well, has high performance pgoals, and in
technically compelent the caunal  relablonships

which summarised in the Tollowing f{ipure -
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.+ Van - Flut' (1983) stres sed that Likc-rt & Pyatém\" 4
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3.
DIFEFRRENT LEVELS OF
SALES VOLUME
BSALES COBT
QUALLTY
EARNINGS By
SALEGBHMEN
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FiG = 3 CAUSAL FLOW 11 LIKEKRT ™S APPROACH.
The cloger o wonosgemenh syohbem io Lo system 4
|
(box 1), the botter will be the  inbervening

‘morale’ variables in Box 2, and the organication
will experience groeator performonee in terms  of
the outcomes specified in Box. 3. 80, in Likert’'s
study, ~ leadership occupies nn important place in
‘superviaory and. managerial pranticaa<dtwhich
”'r et - - s,P o -

t“

.well o three other) llpﬁ.v _— : .»15

¢ . .
A N
N . Ly

»

approach is often breabed g o schﬁme whlch ia

indicative of Leadership style approsach. .

i

? underpin the prlnpiplps upan.whioh syetwm 4 gas

“Q$the Bcheme since it is reflected  in. thé? :

g;ﬁr later .years, Yukl (1981) and Albanese and’ L

L .
Y N rl’~ g ;s"



Their astudy was supported by many  rescarches
subsrauaently  and Likert s approsch was olso open

Lo o voriely of iplerprebations.

LEADREROHIP __ BEHAVIOQUR IN TERMS __OF . PARTICIPATION.
REWARDS. MOTIVATION AND CONIROL : Leadership can
also he nnalyneod seceording Lo Lhe amount of
participatlve decicion making the leader
encourages in cubordinstes. The effccts of various
types ; of participation have vyet not been
delinn%bcd. One of thege effects ig an increase o
perfor;aﬁce effectiveness, resulting fTrom a
greate? volume of information. This effect usually
manifests itself in the improved quality of the
output. whatever “"quality” is measured.

There have been many recent studies of
participation. In » recent laboratory study, using
college studeéts, the researchers found that
subjects felt they had more influence nnd
sétisfactiog//Qith the task when they hnd full
participation. (Latham and Saari 1979035 1982).

Among studies of participation in an
industrial setting, participstion io Yugoslovia
was highly related Lo workers’ motivation,

involvement, and identificaltion.

in New Zealand, a study of manufacturing
crganivations  found  Lhat  job sablafaction and
positive fecolineg townrd esmpevvisors were related

Lo parbic tpat ion

4

€y

[
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Be?ides that, the lowa Cﬁildhood Studies ot
Lewin. Lippitt and White (1860) seemed Lo show
that when participative climates were created.
there was greater satisfaction and less aggression
in the groupe. The early Michigan Contrast between
close and general styles of supervision was also
essentially a roflectlion of degrees of
participativeness. Both the normative approaches,
Blake and gsg%onfé 9,9 management and Likert’s
system 4, ére essentinlly statemente of the

superiority of participstive systems over the view

points.

An example of an approach to the study of
leadership behaviour which focuses exclusively on
participative leadership is the infijuential

framework adopted by Tannenbaum and Schmidt

(1958). That framework was about how to choose ‘a

participative leadership pattern and particularly

about what degree of participation ought to be
S

allowed to subordinates and under \ what

clrcumstances. They conceptualize the range of

*

leadership behaviours as a continum with “boss .

centi: red leadership” and subordinate centred

leadershié’ as the two poles.

On the baais of these notionga they
distinguished bgtween seven (7) Lypes of

H
leadership bohaviour.

S 40



shift

Manager makes the decisiog and announces 1it.
Fr;*om many possible alternatives the manager
chooBes one aud telle his subordinates to
implement his choice.

The maﬁé;er “sells” his decision. IHere the
leader attempts to persuade his subordinates
to accept his choice.

Manager presents his 1ideas and invites
questions. Here the subordinates understand
his aims better.

Manager presents a tentative declision subjoct
to change.

The leader presents the problem, getls
suggestions, and then makes his aecision-
Manager defines the limits and requests the
group to make a decision. ~

The manager permita the group tp .make

decisions within prescribed limits. Here éthe’

o
manoager becomes ‘merely” a member of the

grbup. As Tannenbaum and Schmidt recognize
(1558). the seventh pattern is rarely found.
Most notions of participative leadership are
re%lly refoering to the sixth pattern, thoggﬁ
ao@e approaches probably refered to‘tPhé

fifth pattern.

Pa%ticipntive lrnadership then, Iinvnlved to

Lway from authoritarian, highly directive

; v

forme of leadership toward a broader range of

k3
B

I3
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individuals being allowed and encouraged- in
contemporary organisatiors was widespread Iin the

literature. One of the moat - influential

behavioural snientist was Douglas McGregor (;960)

who classified manager. according to two basic

leadership styles : (1) an authoritarian style,

which he called "Theory X" and (2) a - more

L F

egalitarian, agtyle, which he called "1hecry Y“.. o

Theory X postulated that management is responsibleg
for organiaing and directing resources and people
in tbhe .interests of organieational 'goals. This
approach: presupposea thatlieople are viewed as
lazy, d;slike responsibility;, are insensitive ~to
broader :goals, recalcitrant and none too bright.

The assumptions of a “theory vy~ leader, by

contrastg are based on Maslow’s concept of self-

actuallz tion, 1. e; work can be enjoyable, ‘ahd )

people W, 11 work hard and assume reaponeibility 1f

H

they havp( the Opportunity to satisfy their

personal goals" . -

For that Anthony (1978 pp.27-9) cited eight

'possible>‘ advantages of  the participative

;5gmanag§ment 'gé a central ingredient of the above”}J

3

« & theories. i:e.

- Greatgr readiness to accept change

- Moné/ peécefu} \relationship betweeﬁT,g‘

managers and subordinate
- Increcased ewmployee commitment to the

organisation.



Groator bLrust  in monogement; pcople
eymprehended manageria} behoviour osncd
objectives better for participation. -
Greaber ease in the  Management of
cubordinsten; if  advantages 2,3, and 4

obtain, then people will be easier to

manage .

- Improved quality of management
decisiong.

- Improved up-ward communications

parbticipation ensures feedback from .
gubordinates.
- Improved team work; It enables managervs

; to build coordinated work groups.
|

{

Aowever, participative approach is alsoc not
i
altogether devoid of limitations and criticisms.
Some 'of the potential disadvantages may be

mentioned below which atbracted attention of ‘hany s

researchers.

1 it may bring conflicts in to the open to such
a degree that the organisation flaters.

2 1t may\ lea@ to time~con8uming decisiqns

’ poosibly on;s which are based too much on
compromise. -

3. Managers may be riddled with anxiety if- they

are faced with being responsible for large

number of decisions.



So Frye arn  the evidonce relaobing to
rerticipation landirohip s conccrned, one of  the
difficulties inhorent is reviewing the Liternbure
1o Qi%p)y that, rescarchers differ in  whual,  Lhoy
mean m*; JLe T Lhis context Yolk (1971)., Stogdill
(1872 and  Bauwmgsartel (1874) reporbtod ocub -
negative  correlsbLions bobwoeen bhe porticipablve
shyle and group productiviLby. French, Ray and
Meyer (1966) found porlicipative style related to
performance only when degree of threat is low and
participation iLg high. Lebham and Saari (1879),
Yutk and ganuk {1379} aleo did not find
signi[lcant/ﬁighur per-Lormance under-partinipative
conditions. In o more recenb study Marsholl (1982)
also found osimilar vooulbs to that of Laotham™s
study. Hall and Donnell o (1973) study of 12,000
managers fowedl thot, High “schievers” in coreor
Lerms were mireh T likely 1o employ
participative proctices in  relation Lo their
subordinabes., They wore slso much less likely than
average ond  low achicvers bto endorse © values
associabed with MeGroegor s Theory X7, as highly
authoritarian system. Partlcipation can also be
varied in the range of generie types’ oﬁ
pariLicipation. A fLmdamental  point is :ithaﬁ?
porticipation and poriicipative leadership vary in
“the degree of  Influcnce”™  that is invol;ed.
ParLi;ipation is likely Lo vary in terms of

‘divecl” or indireclh”, that is whether 1t 1B



undortaken directly by the individual or mediated
by representatives. 1t may be formal or informsl
also.

The reviews of the relgvant literature by

Fil]éy ct al ~(1976), House and Baetz (1978),

Va
/

Singer '(1974), and Yukl (1981) pointed out the
importance of T taok characteristics on
participation. Many studies have also failed to

take Into account the sitwvational factorn which

¢

impinge upon participative leadership-outcome
relationships.
Many researchers reviewed the interactiqn;gof

participative leadership with other; 1eadeféhib.

styles. In a more recent study Brownell (1983,\"~
p.328) observed "participation will be ineffect#&e}“

if accompanied by a supervisory leadership gtyle: f
‘ » N L e

dominated by-structuring behaviour.. . = .7 .U g

¥

ot
d

In 'the Indian setbing, also,“ many atudiea

styles ’ ofﬂﬂf

‘,. \».,
A

have criticised partlclpative[,w

leadership, Meade, (1967) in comparative study }of;
authoritarian and democratie 1eaders in Northern

India found that morale, productlvity, and qualit

P .
"( s ‘4/“

of work was,better ‘urider authoritarian ‘leadershlp{
; A E ,"'";” i Yo,

than under democratic leadership 13tyle.» Caéico e

- " 5
P s
“ - \*\

‘(1974) has found that Indian Bubordinates were&‘

least ﬂatisfied with ‘a participativev Bupervisor.‘
The par&icipaiive style was also examined by,(;i

-

Misumi K1972), Vujtech (1972) in ~Japan with

indlfferent results.

* .
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Sinha (1980), however, found Lhat apart {from Lheoco
choracteristics who chould nobt be high on nocd For
power . ponse of inwecurthy oand nnxichy.  They

should have wil Lowords growth and  independence

and strong work volues. Bo  long ae these
conditions do wnol orisk  in n group, people
oricntoed leadeyohip i likely Lo be
mistonstructed, Frocbrat ing and ineffective

(Sinha, 1980).

REWARDS  : Sims and S=ilagytl (1990) did' extensive
research on this reward approach and found a
distinection between positive and negative leader
rewnrd behaviour, which denotes whether
subovd}nates vicw the rewards they receive
{whether positive or negative) as contingent upon
their work performance On the basis of research
study they formed the Leader Reward Beﬁaviour
Tnutr@m@nt (LEQI) which comprises gixteen items
reflecting positive reward behaviour and six
punitive rewapd behaviour questions. Sims and
Szilagiyi; (1975) found that positive LRB is
associ%ted with greater satisfaction, less role

ambiguﬁty;;to some extent better performance ang a

beliefn iniltﬂe contingent, nature of rewards 'on
Bubordénatés‘performance- The effects of punitive
IL.RB aée ﬁore variable, with a tendency to be
assocééted with lower subordinate performance. The

following four (4) assumptions can be formed . from

the LRB Study :

0



1. Positive I.BR enhances_ performance and
satisfaction with work ond other issuce. It
anhances o sbrong beliefl among subordinates
that their Jefforts will 1lead +to better
periormpﬁge.

2. Punitive LRB causes dissatisfaction with work
and related issues.

3. P'oor subordinate performance (and to a lesser
extent, absenteeiom) induces mére punitive
reward behaviour by leaders.

4. Punitive LRB has a decleterious effect onn
performance, especially when accompaniéd by &

low emphasis upon advancemen t reward

behaviour (Sims, 1977). -

Similar to the Ohio Studies, the first >three
criticisms i.e, discrepant‘findingéi absence of
situational analysis, and the problem of cqusality
had empbasis on LRB appeared very ppomiainé. While
research does not always indicate\vwhether group
coveragé or Individual level measures of LRB were

used, sgome studies seem to adopt the former

i

strategy Qwhich was open to criticism. In this -

context“ Podsakoff et al, (1984) study seems uto;:‘V
b = A

" have used individual - level analysis, secondly

i - car

- there is no examination of informal leadership aqd,{ ’

the poaéible;adﬁinishration of informal‘rewardsf

AR T

H

" Lastly. | but - not the least, LRB is not observed:

se gt

H

(except? poépibly in a. loose sence by Blanchard

FEN) - -
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responses only. Congequently, the

rewards and punishments assume are nob

ascertained, But, inspite of these critic ‘is the “J;f

=~ \\% ~ 2
. . NI LA
emcerging; research tradition ls hlghly encour iﬂ?.~uww/

MQZXE&X;L& : Motivation seems to be at  the &ery
core idea of leaderchip. In on article by Oldham
(1976) ‘recommended study of “the motivation
strategies used by supervisory relationship in
effectiveness indicators™. The idea of a
motivational strategy denotes a conscious plan of
action to mould the appropriste organisational
conditions which will cnbance mobivatiqn. Oldham”™s

analysis is based upon distinction between s8Bix

e
4

motivational strategies :

1. Personally rewardiné strategy - i1indlcales
that the leader rewsrds hls subordinates for

good work by qongratulating them,' or by

posltive reinforcement gestures like amiling,:,{ﬁk ;

' ;s - . K
p A
. X % .
2 . .t f

a pah op the bhack etco. ,1;5 -, >

i

2. Personally punishing strategy - indicates ai:1~

s =5

punitive response to poor work by shouting- at gf‘

5

or being uwnpleasant to the subcrdinates-.;

3. Setting goal strategy - the eatabliahment

N \ PECE
specific performance goals. '?"ﬁn

)

IR

results of their performance. '2-1ﬁfﬁs, ‘hkﬁkwﬁ~'.

i
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5. Placihg versonnel strategy - this stﬁabegy

involvas/gﬁsurlng that subordinates ?re given
a good deal of chollenge at work. ‘ |

6. Designing Jjob systems - meéns that the
supervisor arranges the +tasks - of his

subordinates such that they are made . more

challenglng.-

Later on Oldham conceptualized furthgr
strategies but they were largely determined by the
supervisors”® organisations and so were not areas
over which they had any control. Oldham (1876)
assessed these depictions of motivational strategy
in relation to two independent \vgriables :
Motivational effectiveness (how good each middle

manager at motivating subordinates to work hard

and well) rand subordinate effectiveness {the
productivity of cach middle - manager’'s
subordinates).

An additional feature of Oldham’s study is

|
that hefalso produced measures of conslderation
and initiating structure. Aboveall, Oldham viewed

that “the motivational strategies are better

predictoﬁs of middle managers effectiveness”.

(Oldham, 31976)' Oldham’s research 1is clearly
suggéstivé of an important aspect of leadership,
namely the extent to which the leader can
manipulate the organisational environment of hise
subordinates such that they are\ motivated to

better work performance.

[_3{1
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In an article by Porery Wilber (1980) "on  the

-

power of praising employvees” Lopic, similar result
was shown. 1t has similnrity with Oldham™s filrst
motivational strategy (l.e; personally rewarding
strategy) of  the lmportance of positive
reinforcgment on the subordinates”™ work. Praise
can lead to more cifective and productlve
management. Praise plays a major role as a
reinforc%ment strategy snd forms posgltive mental
a.ttitudeE towards work. The leader helps the
subordingtea to form ond malntain a positive
mental ;ttitude towards work by praising only.
(Wilber, 1990).
In another article "How to be a leader”

.. Sherry Suibecaben (1990) mentions ~ the most

effective leader are those who can motivate
“others”. These views can be correlated with
0ldham”s fié@}nés.'; |
However% there are certain limitations of

"Oldham’s studies. Some of them are :

{1) Oldham™s study could not generate any
research tradition for comparing it with

further findings on motivation.

{1i1) There was mno situational analysis, though
Oldham (1976, p.84) recognized its potential

in relation to his research.



(111)The idea is more usaeiul in motivating furiher
these employees who are already highly

motivated.

(iv) Oldham employed average group measures of all

of the leadership variables he examined.

{v) Finally., therc was no examination of informal

4

leadership and leader behaviour was assesgod

from questionnaire method only rather than

~
obgerved.

CONTROL : A fourth formulation of leader behaviour’

had been provided by Jones (1983) around the theme. .

of control This scheme is partlcularly found in
organisation theory (e.g. Etzioni, 1961; Woodward,

1970; Perrow, 1972). As Jones observed, it had not

«; been a prominent feature 1n leaderahip research.y

y
)
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‘
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On the basis of a review of 1itarature,x‘Jonea‘ia

developed . a liab of twenty two control methods.

These Aware Qresented in varying combinations, to

',

“._»- Ny - A

‘S

’;,,Bixtythr (:jsenior undergraduates in busineas

lschools,.whoﬁwere asked to evaluate the similarity

’53, &' Wl }rj . -

&of paird of @wentytwo methods supervisors might

)

adopt to: alter the effectiveness of the work group

s :‘ Yo h
LA

for which\ they are- responsible {Jones, 1983)

Further analyaia g was conducted to extract

funderlying dimensions to twentytwo methods-' Four

’Lu’ N

ﬂ*“euch dimensions were derived from the analysis..

- %
Y

ia §*vll
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First dimension is expressed as “obbrusive

Qﬂnﬁxﬂhwﬁiﬁﬁﬁgﬁmmgﬁﬁthﬂﬁiﬁ§m~ﬁﬁﬂﬁlﬂl;> involving
methodé like clone supervision, dircctlve
supervision, punitive rewsards, providing people

 with information and taking an interest in

subordinates.

The second: dimension was labelled *

Pl Thirdly,// Jones distinguished between

e '
‘professiondl  and _ paternalistic  control.
Professional control denotes “controlling the
information available to perform work tasks’

(Jones 1983, p.167)

By contrast, paternalistic control denotes the use
of "personal and material rewards and punishments”

to ceontrol subordinates behaviour.

Finally, the fourth dimension of “process
versus output control’, which indicates a choice
between how work is done and setting goals and

~
standards.

Aboveall, Jones research provided an
interesting taxonomy of the control choices open
to leaders. Two important criticisms were;
firstly; many of the control metheds were not
“clear” in relation to the dimensions. Secondly,
the research wag conducted neilther on real

supervisors or leaders nor in a work context.

o

W



RESEARCH _ON LEADERSHLP STYLES -

A thorrow examinalion of the literature on
leadership sbyles rovenled that leaders adjost
Lheir b%haviwur Lo o dliversliy of contexts,
situstions and subordinastes. There was a great
deal of evideonce to sngpest that leaders do not
use just one style or even a fixed combination of
styles. Bass and Valenzi (1Y74) asked subordinates
which of +the five phyles they oxamined werce
exhibited by their superiors : direction,
participation, manipulation, consultation and
delegation. Only 2 vpercent of the sample indicated
that their bqﬁéés used a single style; 1 percent
that a dual (i.e; 2 slyles in combination)
approach wag employed; and over 90 percent
indicated thaot threc or more strategies were used.
In this context Hills (1973) proposed on a study
of middle and first level British supervisors
found that only 14 percent used the same one of
four styles across four hypothetical situatiouns.
In another study, British and German managers were
studied by Heller and Wilpert (1977} to examine
the varied styles employed by them.

Further evidence that leaders-do not adopt
gingle, inflexible styles omerges from the
vertical Dyad Linkoge (VDBL) approach. fhe study by
Dansoerau. Graen and  tHaga  (1975H)  provided an

empiricasl example of these ideass.
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In the |view of theose anthors, “In gencral, the
greater the latitude initially piven to tbhe member
to nepgobListe Jjob related msticro., the hipher io

the probability that the superior 1ie attempting

leadership and the lower i the pobabllity that hct

is using supervislon with his member. . (Dunsefau,
et al, 1975, p.L0) Renenrch by Veecchio nand  Gobdel
(1984) in 2 bank setiling confirmed that “in group”
status it associabed with botter  subordinate
-

performance and soatisfaction with supervision,
lower turnover, but not  with greator Job
satisfaction.

A similar study wis  conducted in  lndian
situation also. In an usesful inveséigation on
management. practices  in i fierent countrles
Nagandhi and Prasad (1971) brought to 1light the
Teadership ostyles, Lhalt is Lhe manner in  which
individuals occupying similar positions made usé

of power or authority in their offices. The

investigators conducted studies in 17 Indian owned -

\
companies. The regults showed that only three

perceived their leaders as democratic, nine as
avthoritative and five as bureauwcratic. They found
that usuq}ly the superiors had the subordinates in
low estecem and low trust.

It vcan be postulated from tho above studieg
that leaders behave in different ways to their
subordindtes. Séh it i a wrong conception of
accepting leadership styles as a fixed and rigit

phenomena.



in what wav Jteadevrs vary their styvles and what

v

P

kinds of faectors influence the leader © style

questions arousced relovant factors.

They are :

L.

The specific task at hand :: It was ovident
for o greal. deal of rescarch that  leaders
adopted different patterns for particular
tasks and were flexible in their leadership
styles. According to Heller and Wilpert
{(1977) wmanagers bebaved in a more or less
participative manuner. They were more
participative in connection\\with decision
areas, l.e-  choosing suitable applicants to
work for the manager s subordinates,
promotion of a person working for the
manager”'s  subordinaten. They were much
less participative in relation to areas such
as increasing the salary of a direct
subordinate, purchase of equipments and

budgetary issues.

The general nature of the task : The nature
of; the work carried out by subordinates
se%med to have an impact on leader behaviour.
A iaboratory experiment conducted by Hill and
Hughes (1974) by taking male undergraduates.
The subjects werc assigned to three task
conditions and variations of leader behaviour

were examined interms of four categorics i.e;



positive socio emotional direclive,
v . \

non~-directive wand negative socio-emobional.

Thoey  fourd thatl, Lhe Lype of task affeckts

leader bohaviour.

Particulorly thoy suggested that moroe
uncertain tasks required more directive acts.
Barrow’s axperimenbal rescarch (1976)

suggested that leadoers are more task-oriented
(rdugh}y synonymous with initiating structure
of Ohio sﬂudy) whon faced with complex tasko.

Basg et al.,(1975) {ound that task-complezxity

\
1
i

wags  important  in predicting in a positive
djrpcbion the amount of both negotiating and
delégating behaviour exhibited by managers.
Further, a wvariable called “clearcer task
objectiveo” wass {ound Lo lead to more
directive activity. Again there was gstrong
evidence that Jessg routine tasks wero
agsociated with more consulative,
participative and delegating activity.

- s

In a Conﬁ;adictnry view, Taylor (1974) found
that technologieanl sophistication was
agsociated with greater supervisory work
facilitations and support only in Lhose firms
which had determined adopted participative
form of management. Such findings point to
the likelihnod of the prediction of leader

behaviour being dependent upon the situation.

oY



Veriocrmanee and performance relabed
aliribules of subordinastes : A great deal of
rescarch evidence showed Lhalb the performance
re]atéd attribukes often had influence on

leader s performance.

The evidences that had been previously
examined suggested bthat poor subordinate
perfofmancc leads to more
directive/structuring behaviour (Barrow 1976;
Greene, 1975; Lowin nnd Craleg, 1968), less
consideraﬁg/éépportive behaviouvr (Barrow.
1976: Greene, 1975H: Lowin and Craig, 1868),
more punitive leader reward behaviour (Sime
and Manz, 1984Y., and leoes positive leader
reward bhehaviour (Sims and Manz, 1884). Other
rescarch confirmed the role of subordinates”
performance as a cause of leader behaviour.
In another studies it was confirmed by Miner
and Brewer, 1976 and by O 'Reilly and Weitz,
1980 that, bthe manner in which supervisors

responded to the subordinates, had a direct

effect on group performance. More recently..

Dobbiné and Ruseell (18886) carried out =a
study by taking 96 undergraduntes for a ficld
study snd 98 leadrrs ln an organisation. They
suggested that subordinates likobleness had

significant Iimpact on leaders”™ performance.
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Hedder /}1958) also noted that we expected
liked individunls Lo perform good acte, and
dicsliked individaosls bto perform bad acts.
Lowin and Craig’'s (1968) study also indicated
Lhat poor performance cngenders uloser
supervision, an approach that 1is uoually

indicabive of a less partleipative style.

4. The leader’ s power 1 One recent study on
Isrsell managoers, Chitayat and Venezia (1884)
suggested that bLthe role of the amount of
power enjoyed by 4 leader™ as poseible
determinant of wanaperial style. The leaders
power to employ performance . conbtingent
rewards and punishments also seemed Lo be an
importont determinsnt of his or her reward
behaviour. For example, a study by Green and
Podsakoff (1881) indicated that when leaders

lose conlrol  over performance—contingent
i

rewards, their use of punishment behaviour~

1

seemed to grow. Further, study by Heller and
Wilpert's (1981) on managers in different
| ,

couTtries showed the leader”s power as. a

determinant of his or her leadership style.

It was assumed thabt the amount of power &
leader had was an importont constralnt on, and
determinounth of, the styles adopted. Several
studies 1ip India sloo showed evidences on  power

strategics adopted by lesders in organlsation.



A recent study examined seven bases of power of
middle ]evei managers  (n=20) and supervisors
(n=30) in sn oll rofipery. It also exsmined the
power strategies Lhat these officers uced to
influence tLheir gsvperiours snd subordinates, 15
downward and 15 upward influence strategies were
studied. Several of the power bases were
gignificantly snd posilively correlated with power
strategies (Daftuar and Muahapatro, 1983)- Another
study bv Ansari. Knoor and Rehana, 19843 Daftuar
and Pange, 1885; Pandey and Bobra, 18984 studled
the relationchip between Lhe bores of power and
power strategies. Dafbtuar and Pange (1985)
explored the power strategles used by successful
managers! and found that seeking and maintalning
power was one of their main occupation. They also
postulatea, highly successful managers c¢ould be

aggressive, flrm and flexible at the same time.

Besides an extensive search on leadership styvle,
i

the role of situational contingencies has become

more prominent in recent years. The following

theories having situational factors as integral
i
elements discussed below :

:

b
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Fledler s  Contlnecncy  Model  _of Jeadership

LRifectivenerss :

Contingency Approach based on the notion
that; leadership styles have an impact on various
outbcomes %&xéomelsituations and not others. The '

bagic struclture of contingency approaches of

leadership may be presented in this picture form :

[ e e N\ [ e e e e e S N\
i Leadership | ! Outcome H
! i----> ! (e.g. group performance-!:
i Behaviour | 7 i  subordinates satistac~ N
N e e f Vo ~tion) v
i N o s e e e e e /
¢ ‘
s /_, et e e e ,____...__\ .
H Situational | . .
! Factora } ,
e e - }

H

To count the importance ofv fcontingenoy( P
approach (1967: 18971; 1972; 1978a; 1978b; 1978c)

-on Jeadership style. Fred K. Fiedler developed a
B \_‘)«"

'scale, known as the least preferred co-worker

-

27 (LBC) | to ' ndministere té-

e

p051t10ns-‘ The object of the exerciserls for} ﬁhe‘

f i [ r,,

,respondent to rate his or her LPC interms of eighb

) p01nt blpolar adgectlves Fledler s studies ahown

}.that the 1nd1v1dual who descrxbed hxs or. hergleas; L

N !R,v} -
- - . 3 i &
s - ;.”p Lo ;L‘E“ “‘J*\}f’\h‘

g .
“‘prefefed co~worker (LPC)&in relabively ~favoug§bl§‘ s
, N “"'i B B

' O
ways w tends to Oonsaderate, permisalve ’”‘X y
3 ' N 1‘ % 'f?’:‘ "7“‘\1

i 3

orien&ed _toward human relations,‘one who described

" < E '

X

-fV B N
"(

" ~,‘

LPC in more unfavourable ﬁays

‘

[g7 1
cenbeied managers closely, and is less concerned

with human relations.
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In other words Fiedloeo: mnjnhniped that the tvrpe of
lender reguircd in order for gronp performonees Lo
ha tubanced i gsituatbionnlly  eontingoend,. He
confirvmed  Lhe degrec to which Lhe situatlon is
faovourable {or amf avourahle) Lo the leader
mediataa LPC porformanee. He counld identify  three
{actors that affect  the nvoungbillhy of s

situatinng for the leader.

1. Lander-MHember relstions (Group stmosphere)
This anpect of the situation referc Lo the
quslitly of perconal and aflfeclive roelations
between the leader and proup members. If relation

in  pgood, then leader is nccephbed, liked and  then

it ig caninr—- for the leader Lo accomplisch
perforﬁnnae. Many researchers (e.g.  Gibb, 1960;
Golembiewski, 1985; Findler, 1987) pointed out
leader:member relabione aos an important moderating
variabie‘ In anolther ctudy, Robert (1972), pointed
out Rhat leader-member relations (rated by
superlars) is a wvariable which moderales the

relation between leader’s @ attitudes towarads

leaderéhip and work group performance.

2. Task Structure : Fiedler believed +that the
leader’s position is facllitated by tbtasks which
are clear and unambiguous rather than Lbose which
are- unsttvctﬁred. Lord (1976) tLreated group
per[ormwwe,a{: n functioon of leader behaviour  and

tosk struchurs:.

6 -
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i Position power @ This  aaspect of Lhe
situstion rofors Lo Lhe extent Lo which o lesder
I SHTH the abilily Lo adminlober rewsrdn nne
punishments Lo group wembors. The lesder o Job is
maoda  casier it he oy ohe bao o greal. deal of
rosition power . If Lhe: leader is  in & weak
rosition wilthin the orpanicalion, then hino abllity
Lo lea+ elfnctively may be asdveorcely affected by a
xecognition omong hils ocubordinabtes, thal he  does

not bave the menus to roward or punish good or bad

poerformance, ronpeclively.

Having defined Lhooe threo dimensions: of  the
situabion, Fiedler proceecded to relatec the two
basic managzoement, oshbyles Lo the following
variables good versus pPoor leader - member—
roiationshlps,' structured versus ungtructured
tasks, and stroung versus weak leader position to
permiscive, congiderate lesdership versus
controlling, ackive, structuring leadership -
which determipe Lhe favourasblencos of  tLhe glven
gituation. %S0, in Fiedler's concepbualization
“leadership style reafers Lo the underlying necds
and motives of the leader, nol the

behaviour pattern displayed by the leader (Rice,

1978 a, p.1231)

The validity of the conlingency model can be

clarified by dealing with these aspects. Firstly,
~

resenrchers dealt with whether the Fiedler model

N
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is correct or not 7 In thin connection., Ficdloy
(1978 C€), Hocking (1981) did extensive phudi-
nv}).i(;}; conntLituboed "gdoeguste Lot ol the  mode o
Hosking s view entalled rojocting exominabions  of
Lthe model which departed sipnificontly for il
technical requirements or ilbs underlying (o
suppositions. Chemors ond Skraypek (1972 oloo
supported Fiedler s model. Mapy oluwlies woere  dono
regarding /tﬁe validity aopoct of Lhe model  and
proved noh~significance of the model (e.g. Achour,
-

1373; Schrlesheim nnd Kerre; 1977).

Secondly, the asocoumption of the model  Lhaol,
leadership affectls pronp poerformance moy b
questioned. Mitchell cob. ol (1977) using arn

atitributionsl analyeio bavod on Lhe work of Kelly

Py

(1973). studied the oftecl of  situstion:!
moderators sod  proup poer formance on leader
behaviour. They found thal percepiion of  sunoeon
hy tLhe group binced the ©LBDQ  ceores. Farris
~

(1975), found that as pronp porformance Improved,
‘leaders” LPC scures  ipcresced, while oo
rerformonce  Jed Lo s btendency for LPC  soeores Lo
decline. Rice (18981) discusved the use of followoer
satisfaction as a pood meacsure of  lenderchip
nifoctiveness in Lhe conbingeoncy throry froumework

This measure was tomparnble or ibs usefulness Lo

Lhe group Lask perlormonce which 1o unally

considered ao o model .



Thirdly, there was a tendency for writers on
the contingency model bo sbress  the differencon
between high and low LPC leaders. In thic contexs,
Kennedy (19823 focusced on Middlie LPC loaders ond
their role in the contingency mndel of leadership
effectiveness. He felt, that middle LPCo  tormed

-,

“socio-independents” by Ficdlor wore less  studicd
in leadershlp recearch. Their offectivencss  wao

found to be poor-to middle in most situations.

Fourthly, L adeaguacy of the
conceplualization of "the situntion”™ may |38
questioned in view of the limlted range nf
attributes by many subscagucent osecarches. On this
ground, studies by Graen and Nis  »sscoclaben
{Grean, Alvarce, Orric and Morbella, 1970; Grden,
Orris and Alvares 1971la; 1071L) did ool supporl
Fiedler's (1971a; 1971b) contingency model. By now
the cohti{gancy model varied in  terms of  wide

«

controversy.

Fiedler’s = model was criticized on
methodological grounds. For example; Shiftlett s
troubled 'by Fiedler’s inclusion of statislically
non*significant findinpgoe in interproling his

{
model. | In addition, be had conceplbual ditficulty
with tﬁe collapse of the three original dimensions

into a undimensional concept of f{ovourablility.

N rmy
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Many researchers found 1L difficult to ogriw
with the bold assertijon that ILt Is "one of the
best :validatgd theories” (Ficdler and Chemerss,
1984, p.6), Saha (1879) commenlbed on Lhe Filedle: o,
contingency theory. “lHe emphacised the need Lo
include a wider number ol variables and to uce o
longeL time span to study tbhe leaderchip process
and c;ncluded that it is not envugh to hypothoenize
contingency relationship if we cannot establich
the degree and the nature of such conbinpency
relationships.”

Many commentators  1like Ashour (1973) Lonk
issue with the stalemenl simply in terms of
whether it is a “theory’. In the light of so much
discord oi?r the model, Fiedler- surprisingly

altered his attention +{1owards the application

aspect of its constituent ideas.

APPLICATION OF FIEDLER’S MODKL :

1. in a eclassic article praphically entitled
“Enginecer the Jjob to fit the manager”
(Fiedler, 1965) he suggested that in
traditional approach to develop leadership in
organisations, selection and training are not
necessarily be best. Training, by contrast,
ig difficult, costly and timoe consun iy’
(Fiedler, 1965, p. 721) ‘Yor the perlect

S

sclection of people. So he osupggested, o

particular leadershipr ostyle will be more

‘i(‘)
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effective In some situational contexts but

not in others. -

|

a. Fjédler developed the leader match approach
to leadership training. 1t is a self-teachinp
manual (Fiedler and Chemers, 1984) which
contains . explanations of the central ideas,
instruments which the leader completes to
ascertain his LPC scores and situational
coétext. The aim of this approach is for the

leader  to learn how to diagnose the

_favourableness of hio situation. Leaders aroe

.
~

describgd’ ag relationship motivated, task
motivated and socio—independent in accordance
with whether they achieve high, low or medium

LPC score, respcctively.

3. Another approach is the "motivational
hierarchy” approach for the underlying
understgnding of leadership-style. Fiedler
and his co-workers have conducted a number of

validation tests of the leader matceh

programme {(Fiedler et.al, 1U84).

Most recently, a study (Bryman, Bresnen,
Ford, Beardsworth and Keil, 1987) was done on the
leader orientation and organicational transionce
by using Fiedler s LPC scale.lt was the study to
which the contextual feature varied in fLorms ol

the degree of performance or temporariness of

6U



organisational units, il.e., the degree of
“organisational +transience’. .It seemed plausible
that the +time span of a project may  have
implication for organisational arrangemente and
leadership orientations. It was postulated that in
one type of temporary organieation, (a) leaders
tend to be highly task oriented, (b) there is a
fairly strong positive LPT Performance
relationship, and (c¢) duration of thé project

moderates the LPC performance relationship.

Another study by Rosen et. al, (1980) by taking

832 managers supported the srgument that
situational leadership (contingency model)
influence model may be usefully ‘applied to the
" teaching procésses in the Industrial classroom.
Traditional instructor or qualifications and +the
initial motivational favourableness of  the
training situation for the instructor were taken
in to| account. It was proved that sufficient
training for the trainer, combined with favourable
technological and motivational conditions can

produce effective leadership results.

2. HOUSE'S PATH GOAL THEOQRY OF. LEADERSHIP : -

According to many critics of contingency theory,
Fiedler’s  study of leaderehip was lacking
theoretical framework. Then House’s path -goal
apé;oach ca&ghed tﬁe attention of researchers

which in large part was an appllcation of the

ideas of the expectancy bLheory of work motivatlon

'
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to the domain of leadership This theory had been
adapted by Robert J.Houne (1973) to the context of
the leadere ability to motivate his subordinstes.
The most recent formulablions of this approach
(House and“Miééhell, 1974; Filley, House and Kerr,
1976) examined four kinds of leader bchaviocur
which had an impact upon the motivational
processeg which the theory emphosised -
1. Instrumental leadership (IL) :
This form of leadership behaviour entails
systematic clarification of what is expected
of subordinntes, how work should be
accomplished, each person’s role and the
like. According to louse snd Mitchell (1974)
» subordinates characteristics ére likely to
affeét their perception of whether the
leader”s behaviour is "an immediate gource of
8§tisfaction or  as instrumental to future
gatisfaction”.
A numb%r of studies provided support for the aboye
pqstulétion. For example, House and Mitchell
{1974) provided support for the path goal theory’s'
hypoth?ses about the effect of IL on sa?isfaction.
In co#trast Szilagyli and Sims found that role
ambiguity hed virtually no effect on relationship
*befwee? IL and subordinate performance. A study by
Stinso% and Johnson (1975} found that there was o

s

strong! positive correlation between Initiating
structure {of Ohio study) and measures of
satisfaction among those subordinates with higher

Jevel of task strucbture and task repetitivenocoss.



N

lesearch by Schriesheim oond Schricchaim
(1980) on munapgorial and clerical workers in
the US Publle Ubilikty found that levels of
tosk octruclure did not modoerote Lhe ofifects
of IL on a vsriety of ,job satisfaction

neasures.

Supportive Leadership (SL) :© Such  behaviour
eg:xtails a concern on the leader”s part for
4is subordinates” well being and status. 'The
shpportive leader tends to be friendly and
approachable. According to path—géal theory
"supportive ' leadership will have its most
positive” effect on subordinate satisfaction
for subordinates who work oh  stressful,
frustrating or dissatisfying tasks” (House
and Mitchell, 1974, p.81l). When tasks are
stressfq}, by contrast, SL may enhance the
subordf;ates’ confidence and underline the
impoftant contribution they make so that they
may more readily perceive the relationship

between thelr effort and goal attainment.

Relevent research work by House and Mitchell
(1974) felt that the predictions of path goal
theory regarding the effects of SI.  had
received a great deal of confirmation. On the
contrary Glinow’ s (1971); Schriesheim and
Schriesheim (1980} found that SL had a very

strong impact on a range ©f satisfaction



measures {(work, pay. supervision. ebc) ond
Job elarity, but that Lnck ctructure levels
did not moderate the relationships to  sny

substantinl dopree.

Participative Leadership (PL) : This notion
iden_ptea 8 consulative spproach in which the
leader \seeks Lo invelve svbordinates L
%decision making. Path goal theory provided a
.paiticular formulation of the potential
impact of PL on individual’'e productivity.
Mitchell  (1973) provided four possible
reasons for believing that PL enhances

subordinate motivation.

Firstly, participation ciarifies the
rela#ipﬁships between path and goals. In PL
climéte people were likely to §e better
informed and  they will have - complete
understanding of the relationships between
the  amount of effort they expend and goal

attainment.

Secondly, Mitchell suggests that the
éubordinates were more likely to be able to

select goals they value under PL.

Thirdly, subordinates who were operating more
under the PL enviromment, sglected more to

the personally attached goals.

P
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Fourth;y; partlcipation enhanced Lthe
individual’s control over his work and
prointed out that the people were more likely

to work harder under such clroumcltances.

The above PL oubcome relationship within the

path goal tradition had pointed out the need

1

to take inko account both environmental and
subordinate characteristics. From the review
of relevant literature, House and Mitchell
(1970) recognized that suvbordinates” personal
characteristics, such ae authefibarianism, do
nop always moderate the effects of PL. It
seems that the people are more interested in
work which is unstructured because of Lhe
variety of challenge it involves. Then the PL
on, dob satbtisfaction is unaffected by

subordinates” personal characterislico.

On the contrary, HBryman (1876) proved the
evidence that people are often confused hy
unstructured, unclear sltuation and often
geem to prefer the directiveness of

inFtrumental leadership.
H

i
Achievement Oriented Leadership : Thig

ap;roach to lendersghip cause subordinates to
strive for higher standards of performance
and to have more confidence in the abillity to
meet challenging goals according to path goal

theory (House and MHMitchell, 1974).

~1
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Thic lesdership anhanﬁea subordinatbos”

expechbation Lo achiove differont, roaln

t%rough greater effort. Very little recearch
has been done on this aspect of leadership

Héuae and Mitchell (1974, p.91) osuggested

that when tasks are only moderately ambipguous

then only this leadership had little effect
on subordinate expectabions.

The problem of discrepant findings, Lhe
f;gguent employment of group average methods of
describing‘/(/ieader, the near abeence of
investigation of informal leadership, and the non
observation of leader behaviour are some evidenbly
contradictory findings emanating from . Lthe path
goal theory. Barrow (18978), Lowin In and Craipg
(1968) proved that subordinate performance is more
a determinant of leader bechaviour than vice versa.
In thias conbext studies by Griffin (1980),
Mitchell (18979) provided simllar views. More
recently House (House and Baetz, 1879) suggested
that future developmente ino path goal research
should seek to include a broader range of
moderating varisbles. One cluster of varlables he
mentioned relates Lo the extent to which the

situation is stressful.
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BERGEY _AND BLANCHARD S SITUATIONAL __ _LEADERSHIR
THEORY '

The approach under consideration here s a
highly . préscriptive contingency theory of leader
behaviour which had undergone a number of
revisions. (Hersey and Blanchard, 1969; 1977;
1982; Hersey. Blanchard and Hambleton, 1980). For
its description of leader behaviour, the approach
draws heavily on the Ohio dimensions of
Consideration and Initiating structure (e.g.
Herscy’ et. al, 1880). Following the above
preference for examining the effects of
combinations of these two categorieé of leader
behaviour, Hersey and Blanchard, (1977} produced
four basic leader behaviour styles. They tLalked
about Jtask behaviour ™ which involves a directive
approach by the leader toward e¢ach subordinate.
The lqader explained what, when, where and how
tasko § are Lo boe carriod out. "Relationship
behavi%ur', Hersey and Blanchard (1977) ostressed
morae breéisely that this aupecct of leadoer
behaviour involves “opening up channelsg of
communication, providing socio- emotional support,
"psychological™ strokes, and facilitating
behaviours” (Hersey and Blanchaord, (1977 p.104).
The four styles 81,(Style 1). 82, (Style 2), &3
(Stgle 3) and 84 (Style 4) had been dubbed
toiling, se})éng, participating and Delepgating,

respectively.

70



In short, according to this approach, it ig vitol
for the leader to determine bthe maturity lovel of
cach subordinate b®wefore deciding which by le
should be zdopled. They aloo developed scaoles  on
which the leader was supposed to rote the maburity

level of each subordinate.

Besides /getting snpport from o number of
studies there seemed to be little evidence that
leaders are more effective when they take into
account the maturilty level of thelr subordinates.
A number of conceptunl confucions and deficlencies
in the general approach had been identified by
Graeff (18983). Reoearchers llke Graeff (1883} and
Yukl (1981) have ouggesboed the main. conbribotion
of this situatlonal lecaderchip approach. They
viewed that leadere neced Lo be flexible in  their
behaviour. In addition, it underlinee the
importance of situational factours,~there by adding
to the other approaches already discussed ln thig
chapter. Aboveall the very simplicity of the model

and the ahsence of negotive evidence may lncerease

its popularity within monsgement circles.

Besides that +thie spproach could not devaid of.

criticism on tLthe ground of its concentralion .on
4

Jjust ‘'one varisble, the abcence of research

tradition deriving from it, render 1t of limited
ntility lesadership researchers.

|

1
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THE __VROOM - YETTON_CONTINGENCY _MODEL : Victor
H.Vroom and Philip W.Yetton (1973) had deslgned o
normstive leadership decision moking model thot
had receieved occelolm o many moanagement scholaro.
The aim of the approsch wss to enable the leader
to enbance both bhe quality of the decisions that
he or she made and also their acceptability of
subordinaten. The mudel oxplicitely suggosted that
a numﬁer of situabkional factors impinge on  the
likelihood that either an outo-cratic or a
partic}pative approach will be appropriate. Rather
the m*del'was depicted a8 a decision Lrec which
could be used by the manaper as 53  Louol. Many
authors had simplified the Vroom-Yetbton model by
interlacing the decision trec bronchec, which
tends to mask 1lts cophisbication_ The model voed
to train leaders by acking them a serles of
guestibns about thelr own sltuatlions. The
‘ questions can be answered elther “yes 'our ‘no.” The
series represents a flow charlt with branches thab
eventually//igad to a sLatement of which decision

making style should be best in their setbtbtings. In

other words, the aim of the model i to brain

leaders to diagnose thelr own leadership situationi

1f the disgnusis is correct then only the leader”
should know which decision maoking style should

be used.

In this context Weilrs (1978) presented a scheme to
compare tine categorics nf loeaderas, tocussing on

aimilarities and differencaen botween each style.



The ooheme v based on Vroom and Yetthon’s  (1973)

work on leodership ond decision makling gtyle.  The
Vroom antt Yetton model serves three useful
AT LY, (1) 1t prives tin leader a structured

proredure Lo oelect o Joeaderchin pattern 1 Lime
it avaitlable. {(2) 1t highlights Lhe great  mombeor
of variablen involved in cach leadership decicion.
(3 L providen n vehicle £or the loprical stody of

leaderchip.

A rumber of studies were reported to  be

conducted on Lesting the validity of  the modol.
~N

Hill and Schmitt (1977) conducted an extensive
study Lo evaluate Vroom-Yebion s leadership theory
reporting individual diftfercences 'in decision
making. He strocsed the neced for both the qgualily
of the leader’s decision and the subordinaten’
acceptance of the decision. The overall validity
of the model was studied by Vroom and Jago (1978)
by taking 96 managers who were asked to recall and
to describe one successful and one lunsuceosstu}
deCision making situation that they had
encou&tered. This study relied on leader’s own
reports of the quality and acceptability ol

a
decision. So, they found that the high scoring
group, that is managers’™ whose styles in  response
to the problems tended to conform to the model, had

firms with higher productivity and workers who

werc more gsatisfied with supervision.



A number of sotudies surported  Lhe Vroom
-Yelbton mode 1 allhoush  the problem i Bhiee
divernoences of  puropocbive beotweeon  Teadeorn and

subordinabes reveslod by Jopo and Vieoom (1975 and

Heilman eb al. (1984) studico were Lroublesome.

Ihe weshkneco of the model lices W e
prachicnl spplicabtion. Praob Lome mipht, b
concidered by o manoger atlenpbing be use the

modae! in bthe real world weroe oo Follows

1. Lock of time Lo process qach leadership

decision through the modoel.

2. The model considers neibher the tendeoer s
perception of problems nor  tLhe leader "o

ability to change leaodoership shyles.

3. The model nssumes Lbal bthe peracption ond Lhe
reaction of each momber of Lhe follower proup
w@ll be cimilor.

4. .Trll general therve 1o no reference of informal
leadership in the model.

H. F%eld (1979) hags suggested an additional
pﬁoblem which stressed that it lacks
parsimony and is theretore “too complex to
use in actual practice’. (1979, p.254)

Above all contingency theories proved to bhe

very usetul measures in the era of leadership

efiectiveness.
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ATTRIBUTION. THEORY AND 1TS APPLJCATION -

Thic theory  hoer atbracted o grond de sl of
abtenlbion in pecent yeorn from wuhich moch cmpry fenl
~
rocsearch hnve omapabod (Beltoer aod Hichela, 1980)
It desls with bthe coucol oxplanabions thal,  people
offer for cvenl in every dov Life. The researchorn
oxplained it Lheronpgh bwo main §oouen o
i) {("suesal attribubtions made by  leadoers in
dealing with the causon of poor  subordinatoe
performance.
i) To examine peoplen’ perception of leadership.

(What ig leadership and effectivencss

leadership).

B

!

M#jor research studiecs were focussed on Lhe
first issue. In this connection, lowin and Craig,
{1968); Farris and Lim, (J96Y) carried out.
investigations to the influence of asubordinnte
prerformance. They pointed oul. that the leador
makes ’9ausal abttributions about the osubordinate o
bechaviour on a particular performance level. Moot
of the researches were {ocussed on the causes of
poor performance by the subordinates. The above

p o
views can _-be marked from a model by (Green and
Mitchell, 1979).
Subordinate Causal Laader
Behaviour e~ ALtributions ---  Hebaviour

(The impact of subordinate beha viour on leader

behaviour following atLribulion theory).

cc
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In n recent nstudy Mitchell et , al  (1481)
poluted ovnt Lour couces four the sucecens or tadilure
o1 subordinatens Thoy are aghllity, eftort, 1 &yl
difficulby and  Luck Weiner et al. deploted  Lix
above ideas early in Lhe yeon: 1972,

Apgain Weiner (1979) »aleo  cuoppeshod two

{
dimensipns to underpin bhe above four cnuses. 1.0

/

stabilipy and locug of control. The following

Table can be presented herc;

STABLLITY LOCUS OF CONTROIL
Stable Internal | Externsl
Ability ! Task difficulty
e b e e e e
i
Unstable Effort v Luck
(Fig : {(determinants of achievement behaviour

. s
Weiner, 19794. Lateron a third dimension wao
B P
perceived as being ‘cubject to volitlonal control
(James and White, 1983) this invoked major

rescarches afterwards.

Lowin and Craig (1968) suggestad two

differcential views for describing causal
attributions and details of subordinate
performance.

(i} 'The research omanating from Lthe tdeas of
attribulion theory is mostly concernod with
the Processes which ink. subordinate

performance and leader bohaviour.
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(11} There 1s an  increasing  interoct  in the
varlous gituabjonal fachbors  whichh moderabe

the ompirical relationships.

Mikeohell tr, al {198 L)Y oupgeshod the
following views : {1i) lesders oand  sobordinates
differ in their views of Lhe couses of  poor
cubordinnte performanee.  lLeasdrrs Lend Lo make
nternal attribubions wheroas cubhordinntoes offer

~

external atbtributions (Mitchell and Wood, 1980;

Ilgen et =), 1881}

(ii}) When leaders moke internal attributions of
POOr subordinate poerformance, the forwer s
behavioural response 1o 1igoiy te be punitive
{Green  and Liden, (1980) and Lo engender closer

supervision (1lgen et al,1081).

-

it) A leader's rating of o poor performing

[ ad

(

subordinate is affected by a number of {factors.
f

Accordirg (Ilgen et al. (1981) leaders respondoed

more positively to the poor periorming

subordinates when their own rewards were affected

by his or her performance.

For pointing out the implication of this
theory Mitchell et al. (1881) suggested an
important component of leadership training for
enhancing leader”s awareness of the causces of
their percept%Qns and actions. But thic idea again
induced fricf&on and digillusionment on thoe part

of the asubordinates.



Another strand in the impiicational aspect  wan
providci by Calder and Pteffer (1977). Thoy  anld
people wake atbtributions in recopnizing” lendeers
and  leadershlip which i of koy irshor et Calder
(1977) viewed, leaderchip is a label which is
applied to other pcoples” behaviour and it s
assumnd that leadership qualibtics engonder corbain

affcoets.

The second strand of Research on  attribution

theory suggesb§ the impact of group performance on

causal attributions which leads to the percepbtlions

of leaders and their behaviour. 7The following
figure may -be presented to point out the kinds of
leader behaviour that seemed to be associated with
effective leadership.

Group Caunal Perception of

performance ---» AtbLributions > leadera and
their bohaviour

Recently an experimenbtal gtudy by Phillpo
and Lord (1981) suggested thatbt the role of caousal
attributions may nol bo very lmporbtanb. 14 wag

~,
found that performance cues had op impacht on  the

percelved behaviour of the leader. Rather,

Phillipe and Lord (1881) favour an interpretatiuﬁ
of puch resulls In terms of  Lhe copnilLive
simplificabion (Jmplicit btheories) rather thou the
causnl atbribul iony s moderators of Lhe
relationship bebtween group performancr: snd  Lhe

perception ol the leadee boehaviour.

) 4
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Besiden that, this appronch wos not able o
invectigolec what kiwndo of phenomeans  poopdle ore
refer&ing to when Lalking aboul lendoerchip.
Fuz'LhrJ;r invesligosbions in this ospproosch  bLell us
too iibtle about the circumstances wnder which
“leadérship”™ is  invokved as an cxplanation for
events (and the reasonc for ib) which woo mainly
focusgod by Calder and Pfefir. In obbor worde
much _of the research scems to have loct lipht of
some of the intercobting questi&nn whilch an

attribution approach suggests.
LEAQEB&HLEvﬁéﬁEQELMEMESSM&HQwQEGAﬂlSﬁIlQNS :

Leadership researchers have frequently addroecood
the impact of organisational Iach&rs an  leoder
behaviour ‘as wizll ao thelr role o determliniop
leadership style - outcome rolabionchlp. Barneo  eb
Al (197%)  found thatl, the amounbt of clarity of
urganisab}unal arranpements had on impact on the
shyle  adopbed. Besideo Lthat o number ol shudleo
wore done by Laking organioabion ao an loportoant
varisble. Molnly for the slze. climate ol bhe
onrganisalion were bLaken into consideration by many
~

cbudies in respect of Lhe leader behaviour oubtcome
relationchip.

Some oxceptional studices werce shown lo Lhe
separation of ‘organisation theory’ from

f

lcadervhip theory.

XY
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S0 the (lnvestigation of the Jmpact of porticular
organisétional factors on }endogahip proccesses and
outcomes sre based on o theovralical Jushifiostion

In thig conteoxt, Lwo framoworks woero gxamined (1)
The MHMacro—Oriented spproach assocliasted with  Hunt
and Osborn (1982).

(1i) The Substitutes for Ileadership approach

associated with Kerr and Jermier (1978).

l.’ The Macgpfbriented Approach @ Hunt and Ogsborn
suggested this approach in the ycar (1982}%.
Central to this approach igc a distinction between
discretionary and non - discretionary leadership.
Piscretionary leadership is a mode of influence
which is under the leader s control and the non—- -
discretionary leadership is cngagoed an a
consequence of the orgonisabtional context Lhat is,
the leader hao to enpape in a particular pattorn.
In other words, Hunt and Osborn (1982) pointed out
this distinection on the view thot Lhe subordinates
will respond differently to their leaders
according to which their bebaviour ig perceived Lo

be by choice or of necessity.

1

In . this context, the first study by Osborn
and Hunt (1975) poinled out two clusters of
variables which enhance or detract {rom the
leader’'s discretion to actlt in a parlicular way.
FirsLlyj Lhey‘»streused o Lthe environmental

factors' that 1is., the predictability of the

enviromment which limil diceretion.
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Secondly, orgnnisational {actors I ike
organicatbionsl scize and Lephnuingy w1 ot i
charancbtoericbicos Lo limib Goorcbion Thico oo odenes
has been conbradicted by Hichoon, Pugh anud Pheysey
(]éSD). In qutjcu}nrg thio receasrch poinboad oot
subjects Agained drealber sablofact ton and

ser-formance  in recponsoe Lo diserebionsry Lboon o Lo

non -diccretionary loasdorship.

Another etudy by Hunt, Osborn and  Dchulere
(1978) suggested that nnn dincrebionary Jeadershly
is ~n bebber predictor of  overall satisCaclion

{(with work, supervicion, cbLe.) than dioocrelionary

lesdership. In thic stody, oub of bwelve
organicational characteristics only five woero

clearly of importancoe Lo the diserelbionpsary /0 non
disceretionary distinction. Theose Dtemo wore Lo do

with “promoling clorily and clear sbandoardes and

“enhancing communiecations” (Hunt ot al., 1978, p. DI

The third study in this conmmeckbion Lo be
pointed out  (Hunt and Ooborn, 1982) was  on US
communications units. Rotings were made in  respoec
of each leadership wutylec (Cabegorics) Like
suppoft (prleasantness in conneclion to job), role
clarifioation {in relation btou cubordinabes), work
asgignments (specific Jjob placements of
suborﬁinutes), ruales and procoeduareos (leoder s role

in cqnvincing aboul, Jjobs procoss).

1
i
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Ratings were made in renpecl of ecach  loadership
style in bterms of how Foar bthe acsocioabed behavioar
was discrebionary. 1t wns  [ound  dicerebionary

leaderohip Wk associsted wilh wirr R it

rerformonce, Job ipvolvement and othoer  Jiinds of

onbeomes, Farther they  Toand that, 11, fus-
cnvironmenbnl and shructnral complonthy ju
considerable, diceretionary  teadoerchlp hao )

stronger impsch on work wunil onbteomns bthan Lhe non

discrebionary loadership.
}

In a lstect ctudy {Usborn and Hont, 19834)  1ib
was postulated bthat when leader i1s  seen ae
seen s more  orucisl by

™
subordinates in solving thelr porticulor Jjob  and

discretionary 1ih i

fos)
o]
3

organisational problems So, bhe mocro approach is
highly ' suggestive and morked a need Lo take into
account, the organicallonal conbexl oo an Imbor band

element, in leaderschip sbtudies.

Subestltutes for Leadepship @0 Thio  ldea ot
substi?utes for lendership wns developed by Kerr
and Jefmier (1978) . According Lo them, soubollbute
for leadership can occur because particular
situat%onal factors neutralize the efllectes of
leader%hip- Subsgtitutes for leadership csn best be
grouped  into three headings @ Subordinate, task
and organisational characteristics. In thic
contexlt Kerr and Jermier (1978) paper reported  an

analyvsis of these dabta  for “etoobod” (Len)

s
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substitutes tor leadership and  leader behaviour

variables in terme of Lheir rolative impact  on

-

e
orgoninational cowmitment. snd rvole ambiguity  Thee

found thaot the impact ol leaderbehaviour on these
two outcome varinbles was  smali the role
clorificntion style wos  Lho onty one to  have
aignificant effoct in et L enbnneod
orgonicationnl commitmant el reduced role

ambipguiby.

urther findinags sugpested that role
ambigouily onhonced o stronger rolationship than
any other variable "ags subgatitutes for
leadership”™. Howell and Dorfman s> 1981) study can
be gquoted here. They investigated two outcome
varjab]cs were organisational commitment and  Jjob
gatisfaction. In this study it wan proved that,
organicational formali=zation combined with  tLoolk
routinenesas substituted for work assignment
behaviour in case of organigational commitment
only.; -

godsakoff et al. (19841), investigated the
impact of the substitutes for leadership scales on
the qffects of the four reward and punishment.

, .
behav%our they distinguishedj Thoy found’
surprﬂsing result that since two of the poaited
substitutes “indifference to rewards”™ and ‘rewards
not controlled by leader” relate very dirceclly to

a leader s behaviour.

N
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Mo “tieh ctffect, seemn Lo have hoeon notaod
tnconneation wilh Lhe five eatistaction moessures.
There io also cvidenee that the Kovr ord Jormior

(1978 measures ot the subst itutes v fese tLhan

adegquia e {Texlsakott et al, 1131 ) . Moreover
groator attoention will b noeoded Lo Lhe
dishbinet jon b tweern enbshitutes” arul}

menbratizers (Kerr and Jermier,1978). Thin leadgs

to discrepant findings.

~
Chitayal and Venoen o {1981) found
contradictory resul to by soving that “the

corrclation botween a manager ¢ power was positive
in business organisalions, bul negative in non-
business contexts. In order to explain these
findings, the researchers drew attenhion to the
pervasiveness of rules and procedures in the non

»husinéss organigations. 't may be  that where
there 1is a high level of routinization and an
emphas;s on procedures, a dircetive style i less

|

appropriiate since such organisational arrangements
serve ithe same kind of function as directive
leaderéhip. In short, these Lwo approaches again
needed * further investigation in connection with

interaction between organisational and leadership

variables.

ORGANISATIONAL THEQRY -
' The ecarly approach Lo Urgdniuayjonul theory
was the clasiggl management theory. The classical

R . . . .
group ot - theorists applied orpanigat.ional

srinciples Lo a wide variely of contewbs.



Thase principles were sppltied more or lessy within
a parbieuslar orponication,. Gorman Socioloprist Hox
Weber (1948) Loond Luatl bLthe bareancratic Furm  of
organisabion  is  oniversally  oaperior Lo non

~
bureavcratic forms in modorn socicties. This view

is wvery clousne Lo clavsical mavopement Lhoeory. 1o
. . . b -
to hacically g hiphly shructbured Lypo ot

organisalion wilbh advancod specialiocntion, oloooly
defined Jjob descriplions, olear subthoriby chonnels
and tbhe lke.

In the year 1965H, Woodward gave a different
view that clasé&cai management theory woere not
generally appropriate  to her sample of British
manufacturing firms. In other words the
application of universal principle is rejected.
Moreover, the more successful firms seemed to have

|
developeé organisation structures that were
appropriate-to their production technologies. In
otherwords the closer the "fit®~ between a firm’o
technology and its organisation structure the more
successiul it seemed to be. The findings of DBurns
and Stalker (1961) supported this study.

The importance of environment as a
determinant of grgan;sational structures and their
relative effeégsvenéss was also proved osuccessful
in the work of Lawrence and Lorsch {(1967). Other
writers stressed the imporktance of an
orgaunisation™s sizme to its internal structure
(Pugh, Hickson, Hinings and Turner. 1964: Child,

187y,
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Above all, tho views of above studies deberminod
Lhie dominnnce of sgitvational tactars on fhe

™~

arpanionlional struclares nr leadrrship.
Recent Dovelopnento

boepending 311 the viows of clacaieal
Manaroment, thoorists * a rabtional aestom model . A
nation formed by Gouldner (195%9) and Seotd (19813
which had received the attention of many writero.

The basic orientation of this modeol is  that of
viewing organisation’s structurcs and processes
necessary to the attainment of pgoals.

i
Organisations are viewed as secking to enhance the

v

appropriateness of their structures in order to
| .
enhance performance. In this rational mode]

3

system, leaders are perceived os hipghly purposive,
seeking to produce particular effects with their

actions.

Most recently Scott (1981) and Bryman (1984a)
have observed a different view of the rational

system within/ﬁhe organinatjon'sbudies_ Three (3)

different ,pérspectives can be used as examples of
this view - (i} First is the “garbage can” model,
initially outlined in a paper by Cohen, March and
Olsen, 1972. This view indicated that many

organisations are ovganised anarchics which bear

Littie resemblance to that of the imape acquired

4

by the rationnl systeom mode



~N
On the contrary other studies sugpeastod Lhat,

not  all orpanisations nre oresdniscd nmorchdes o
that snch ahhﬁihuhﬁn are monh tikely Lo obbain
where Lthor o are problomal Le o, under
technologies., (in o penereal sopoe nat,  only
produclbion techoolopgicosY, amnd Floid parythicipation.
March and Olsea (1976), alno objocled on the  view
of rational model.

Weick (1976) ocuggested the in approfriuhnnesu
of the model. Stewart(1983) and Mintzbureg (1973)
pointed; out the assumption that managerial work
involve “rationality”’, plamning and pursuit of

{
organisétional goal is misguided. In shorlt, the
~garbagei can model was proved to bhe not mucﬁ
fruitful in achieving leaders” succcusn.

Stewart s (1983) study introduced the second
sett of ideas which secmo to c¢lash with the
rational aystem model. He introduced “political”
activity which permits managerial work uﬁefglly. I
numﬁér of writers bave attracted the attention to
the importance of political dimension of

organisations (e.g. Hickson et als, 1971;

Pettigrew, 1978; Pfeffer, 1978; 1981 a). The

political perspective points out the ways in which

members of the organisations aspired to gain

advantage for themselves and for their groups and
§

departmento to which thoey belong. The above views

of organigation creates problem for tha rational

model system.

3



LL7o emphasics was on Lhe exiobing multiplicity of
interests within the orpganis.ations  to which
members oricnlate themselves.

The finnl sppraoach  was Lhiod ol L by
institutional approach Ly the Ghudy o f
organicalions. Thls npprooch rather pot forth somo
questioning ol -the percepls of Lhe rational  model
system. The arbicle by Meyer »and Qowan (1977)
studied thece idean well. According  bto tbem,
’organ%sations seek Lo be seen as  legitimate Iin
the e%es of the wider society: ac a resull, they
adopt | rationalised work and orgsnisational
structures notbt only to enhonce efficiency but  to
be seen as adopting the proceduress which are
required in modern socliety”’. Bub Cohen et al, and
Weick, Meyer and Rowan (1977}, pointed out this
view as “ceremonial conformity’ with Lhe view
accepted as wider society 1is most'likely Lo occur
inr,educaticn%} and some service organisabions.
Thiq approagh/provéd to be useless for increasing
organisational efficiency.

Support to this approach were mzinly
discerned in the context of schools mainly (Meyer,
Scott and Deal, 1981) and of the c¢lvil Bervice
reforme in U.S5.A. (Tolbert and Zucker, 1983}).
Again fTurther theoretical elaboration can be fognd
in Di Mageio and Powell (1983). So the lmpooct of
the above approachers 0ry organisal.ional

rerformnnce wag rarely found aand  cupported by

further recearch.
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IMEIJCATIONS FOR LEADERSHID RESEARCH -

(L)Y The two modols, §.e. bthe "Garbape  Con”,
“orpanmised  anarchices” jdens had been  oapplicd Lo
the study of leaderchip in » study by Coben and
March (1974). Thry took Lhe jden Lﬂat Collaopes and
Universities are organiced anorchies nnd  analysed
Lthe atatus and powor of preecidents. They pub out
a lot of ambiguitice of bhe prosidenblal role. Bub
Later Welck (1976) and Cohen et. al; (1972)
suggested discrepant findings that leadership

~N
styles discerned in mony organications, somewhat

ambiguous.

(ii) The second approach, i.e. the "Political

approach”™ of Pfeffer (1976) raised different

i

possibilities for the study of leadership. This

4

idea 1is based on the dictum that: “human actor

«does not react to an environment he enacts it

e “1 1
xa? la

(Weick 1969 p.64). The same 1dea is also presenti

L §

PR it

) ﬁiig?m;'resource dependence” model which  views

N "'/“(’ui‘h "3:" s L EE

sorganisations as not simply reacting to its
i o :

~
lma Nyt
T ey

\‘anir nment but also capable of exerting influence

“‘”

over ‘it (Aldrlch and Pfeffer, 1976). This idea
agaln"proved that leaders may be able to massage
and manipﬁlate the organicational environment. Inp
this context, the study by Pelz (1951) suggested
that position power is a case in point. On  thin

(Pelz:é view), Fiedler and others have shown that

“the amount of power that leaders poassecs by

(\1"—
g



virvine of their organjsnbiannl rositbion mediates
Ehe  effecls of bheir behaviour on cubordinaten |
Apain, HBhewart "o (1983H), obhady showed  Lhat, Uhe
leaders behaviowr o not governed by n conctant
recourae Lo orgonioal tonod 1l s 'r~:xi,};r-z- Lhlie
approach is concenbraled on poeroconat/oelf orloeotoed
behaviour .

But,, Pelxs (1951), emphasisced thal political
acumen of leaders may be an impnrt?lnh source- of
their effectiveness and of the effective responses
of their subordinates. But, the impiicatibn of the
lateral aspects of political striving within the
organications  for the study of leadership is

missing in their approach.

(Lii} __ thirdly, the “tnntitutional
appr*oacr‘r'x ) of Meyer and Rowan (18977) han

impllcations for the sctudy ot leasdership. They

pointed out the cercemonial nature of some aupects

of leadTrs behaviour.

{ .
This aﬁproach was centered upon the possibility

that rationalised work structures are often in
ceremonial conformity with the values of  wider
society where as other findings related to this
approach. were c¢lose to the climate of Lho
organisations.

Leadership practices too may be rojractions
of wBocietal V3}ues- Participation is n cnse here

e

to guote. -

-

4
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Later on Lhn question of whetbher participation
desirable moy be construed ss an  ebhical lesue
rather  than o strictly procbicnld anpes Lo, Mony

]

other researchers poinbod oul, Lhat if

1
1

participative shtyles of Lenderuhip'n:e in part
ceremon%al, then whether a primary zalm of their
adoptioﬁ is to enhance effliciency or nol ic nrgued
by many'reéearohers. Meyver and Rowan (1977) proved
that }éadershlp styles may serve a5 ceremonlal
rather than an efficiency ephancing fonction in
connectlon with the study of orpanisations. Agaln
discrepant findings pointed oubt that there iso
little unequivocal evidence abont, the personal
cha;acteriatigé and hLroits which | denote the

-
effective leader.

ORGANT SATLONAL_CULTURE_AND _TRADERRHIP -

In tbthe carly yoeaes, Scelontok 1987, 1 &28)
supzpented  bthabt  “Lendorohip i,; to do with ’ {.he
promobion’ and protectiaon of  wvalues™  and “Lbhe
mission of the enberprine” . From Lhin ides, 1L oon
bhe marked’ thab  the Jeader 3 Lhe  porcon who
actively monlds the organtsation’ s imnpe. Apain,
the JTollowing definibions in the roecenl gearg
denolos Lthe copnceophtions of lendorohip which  ocover
the above idea of Sclznick. ~

According Lo Sergilovanni (19834 p.#), "Lhe
object of leadership le the stirving of humsn

conue iousness, the inberpreotation snd  enhancement

97
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of meanings. Lhe articulation of key cultural
standards, oand the linking .of organlsational
members to tbem” .

Lgaders help to detfine reality for others;
they finterpret actions, give meaning and
perspeétivé to events (Morley, 1984, P.269).
Greenfield leBA) gléo viewed somewhat similar
views to that of Morley.

s This revision of the concept . of leadership

- 1(’74'

as occured mostly in many famous buslness and

o+

ok gs‘e "organisational } culture or
1 ‘ culbure PR uMainly Organigationa]_

w% %ﬁlture provides people with direction, a sense of
‘-s‘ r‘n;‘ A

. 3unity, opportunity to enhance the routine of their
l(’{‘ .

work lives, inspiration for work etc. The recent

4~,'x
Iiﬂ"z

wy peference . of 1iterature suggested

‘ﬁthgt organisational culture may!lbe _ transmitted

through a variety of media,” i.e., -
(i) _ Clear statements of phllosophy and beliefs
disseminated in company documente»r and‘

" journals as well as annual statements and
;reports. i

. N . ‘
(11) A special argot which enshrines and conveys‘»”

Lg[ N

fﬁ,‘the ' axioms of life _in 5‘§' partiqglg?yf

P s
:

fﬁ]‘ organisation,' e

(iii) rites, rituals and oeremoniea prevelanb in E

* an'organisation, (Deal and Kennedy?(1982), -

&

(iv) bhyeical settings (Martin and- Siehlif 1983;
Deal and Kennedy, 1982); and



(v) Company training programmes {Siehl antl
Martin, 1984).

Particularly 1L has been supngested by many

-

sludies  bLhal companies with clearly asrticulated

1

cultures ({(“strong”™ cultures) tend to be more

succonsfal . Another atudy by Benniso (1981)
e
ocugpested,  Cthe  bebtor  Jeaders  infusced their

organigations with a scuse of vision and purpose
which entices commitment and excellence”™ by taking
elpghty c¢hief executive officers drawn from a
variety of conteoxtis.

Much of the more recent focus within this
ares has been on programmes tor changling corporate
culturesn which ave in sppropriate, (Uttal, 1983),

particalarly a recognition that cultural change ia

difficult to effect boecause of peoples’”
atLachwentn to ontrenched  vnlues arned their
manifestations. Similarvly Peters “and Waterman

(1982}  clarified thalt leadership is to do with
forging: the meanings which form the bedrock of
organisational culture.

Théy emphasised that, culture need to boe
apprapriate and strong. The art of leadership
would secem to be wnot Jjust the in building of
purposec, but & recognition of the appropriate
valuecs wh%ch should be forged. All +these ideas
aboul, organisalion culture are highly criticimod
by Duble (1878). He pointed out its  too wmuch

rnnvonh%ation Upon ioeadership in organisalt jons

|

i
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only (e.g supervisors, foremen) and too little on
leadership of organisations. The level of analysis
by Peters and Waterman (1982, p.75) i that of the
ilégger df organigétions. They only refcerred people
iéfiéhe v;ry top of their respective organisations.
Théﬁtheqretical and empirical cvidence related to
the vie% of leader as o crentor of culture is to
focus on the orgonisation oz a whole, and
leadershgp of it.

Ag&in, there 1is a recognition in the
1iteratufe that frequently leaders are not allowed
to ‘lead and that instead they are pregsured into
being managers. Bennis (1976) did a study that
leaders are pressed in the bureaucratic routine of

organigational life which froguently threatens to

submérge them. As a result, this often inhibit the

e
leader”s scope fTor ipnstilliing purpoge and

creating a culture; the lcader becomes a manager.

1

)
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EFFECTIVE LEADERSHIP IN THE INDIAN CONTEXT

EARLY RESEARCHES :

Major researches during this perlod were
focussed on the supervisory behaviour in “Indian
Context with relation to Michigan Studies’. Among
the ploneer was Bose (1955; 1957 a; 1857 b;1958 a;
1958 b). He stressed on the importance of employee
centered supervision and group cohesiveness
(1858). He also stressed on the importance of

participation a8 a technique to effective

leadership. e

The +tradition formed by Bose was followed
closely by Ganguli (1975a; 1957b; 1961;) and his
associates and others (Sequeira, 1962a; 1962b;
Chatterjee, 1961) who suggested that workers”
satisfaction, morale and productivity are

compatible with employee centered supervision.

Leadership research gained momentum in
1970°s. J.B.P.Sinha (1881) had cited as many as 39
references for the five vyears review of
literature (for 1871-76). He categoQiBed all these
researches under 3 broad headings :

1. . Emergence of Leadership.

2. ' Leadership functions.

1

3. Styleag of effective leadership.

Another area of rescarch interest has been

4. ' Workers” and Supervisors” perception of

' aach oéher.

p—"
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It may be said about the emergence of
leadership in orgsnisations that. it is generally

pre-determined by the rules and procedures

(appointments, placements and promotions).

In social situations (Caste. Communities
etc.),. leadership masy emerge because of such
factore as religion, caste and class and other
Bociali stratifications (Jain. 1971). Thie study

was su#ported by Singh & Mishra (1973).
i

i

Déyal (1975) suggested that the functions of
organiéational leaders are partly determined by
the organisational reaquirementes and partly by his
own ldecsynecratic style. For that "he viewed a
particular kind of organisational culture ies
maintained in every organisation. In this
.context, Nandy (1970) discussed four areas  of
hﬁman; tec@gd&ogical, social & oréaniaaﬁibgél.é
functions 6f managere. Sheth (1972) viewed sta%gs
and sauthority as the main factors of supervisory
effectiveness. Recently, Daftuar (1935) has\1m34ef
another culture related etudy and critically
analysed the paternalistic, escientific management
and ~ human relations trends in organiaationaig
leadership. He argued that theee Western theoriqp
are in adequate in ocur culture. He proposed a new
psyco-culture situational theory. He cited

enpirical evidence of succees of his new model.

~



Sinha (1973) --has observed that irrespective of
gsector or industry differences, a menager hase
greater expectations from his subordinates than
from @imself.

D'(aftuan and Krishna (1971) studied the
percei?ed characteristics of good or bad 1leadsrs
in bank orgenisations and showed that what is
rerceived take good or bad depended on the
requirements of an organisation. So in banking
organisatlons, the leader should be capable of
delegating authority and recognise the wmerit of
his subordinates. In sum he needs to be democratic
in nature.
. ) %

Quoting” the early researches, Pestonjse
(1973) and his colleagues (Singh and Pestonjee,

1974) reported greater satisfaction under

democratic supervision. In the same yvear,

Sarveswara Rao found greater trust under -~

‘consideration® type of supervisors than under;;
“initiating structure” style”. Pandey (1975)
s&ggested that relationship oriented leaders were;
more effective in creating a favourable and

conducive atmosphere leading to high productivity

than the task-oriented leaders.

~
On the other hand. Mead (1967) argued that

the needs of the Indian subordinates can be more
successfully met in an authoritarian leadership

atmosphere than in democratic leadership.



The esrly resgesarches beginning with Bose % others

had been largely 1influenced by the method,
techniqpes and results of Western researches
(Daftuar, 1969: D.Sinha, 1972). Rather, there was
strong emphasis on employee-centered,
participatory researches. Any dissenting research
findings 1like the one by Vaid (19868) were
ignored. The survey by Vaid also indicated the
“limited gcope  for introducing some of the
adv§nced managerial concepte like particilipative

mansgement iq/fndian set up.”

The resesrches done by Dayal, 1872: Kumar,
1970: England, etal. 1974: Dayal & Sharma, 1972;
etc. stressed into the roles of thé cultural and
value aspecte in the organisational lines. These
researchee were considered tobe the redeeming
feature of the pericd se it failed to evoke activé
responses from Indisn Industrisl Feychologists.
Rather these resesrches created a vague, awarenesé

among some resesrchers.

Such a vague realization emerged into two
convictions, (i) The Western theories are
inappropriate, (ii) secondly, in serious search

for an Indian theory.



Indian  researchers had realized the
importance of Western theoriee interme of three
key areas i.e; Motivation, Lesdership and
Organi%ation. How these theories fit or unfit in
our }ndian situation, 1s the matter under

discussion here.

The idea of “Job enrichment” is an extension
of the famous human relation approach (Hawthorne
Study); which .stressed the assumptions that
individual can derive satisfaction from doing an
effective job, get emotionally committed by doing
théﬁ well %3d they can get their ego ivolved in
their jobé. This human relation approach argued
for the democratic management and édvocated for
group decision processes at all levels coupled
with employee-centered leadership. So Job
enlargement and Jjob enrichment form effective

measures for work motivation.

These participative-management theorists in
particular and human relation approach in general
completely ignored the rate of extrinsic reward.
They dealt with money and production as less as
compared to the human relations in>the plant. This
simply not true and created confusion and tension
that ié prevalling presently.

Do Indians really care about the values
advocated by human relation approach ? Many

preychologists had seriocus doubts.

100



It 1is very _common to find in todays industries
that, experienced engineers of 5 specialized field
often like to work in the same type of work though
they c¢hange work palces. The simple faot is that
they %void doing 3 new job as it will mean more
work and hard on thelr part to accept.

Aqother reagon lies in the advocacy of power
equali!ation and democracy at work vplace by
rarticipative management. Then question arises,
who istgnxions for power equalisation ? Workere or
Managers 7?7 As in our country. the existing power

inequality i wvery high, participation . will

explore the workers to the existing ~“power-gaps’

between them and their managers. This 1in-turn

enhance  their frustration and may  create

“confrontration~ like situation.
/

S0 it mg§ be pointed out that our culture 18
marked different from Western or even the
Japanese Cultures. Our social esyvetems, work
stvles. expectations. aspirations and,y&lues are
different to that of forelgn cultures. Theories
developed in Western countries way only be

applicable to Indian organisationse to the extent

the +two oecultures are similar to each other in

terme of social systems and values
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CURRENT LITERATURES :

The &mctual eearch for effective leaderehip .

style began in Indian Organisations in the yeat~:

1970s by Kakar end J.B.Sinha’s researchee in late

19707 s. Sinha‘s researchers considered as é.

turning point in the long tradition of leadership
researches in Indis. Sinha (1981) srrived in

the conclusion from various studies that "yet the

totality of reality seems to  acquire more

systematic exploration of the issue of effecﬁive:"

leaderehip style”. It s&sppears that ° whereas
generally managers might believe in democratic
styles and valuese. the more successful managers
capable of behaving in entirely different ways
(Daftuar and Pange, 1987: Daftuar_ and Mahapatra,
1988). ,

Sinha (1981) viewed authoritarian style as
“Self-Centered” and status conscious, rigid and
domineering (p~487}. He also viewed participative

leader as people oriented, sharing, trusting. etc;

and argued that in between two . extremes.

{authoritative s participatory) one can postulate

a traﬁsitional (7). phase. He called this

i

‘transitional phase’ leader the nurturant-task (NT

Style)..
1

More recently Dubsey (1986) found that
effectiye Indian leaders were authoritarian. Kumar
and ‘Siégh (1876) gave a contradictory finding to
that of Sinha’s (1981) findings. They reported an
authoritarian leader was no less rpreferred than

'the participative one (p.288).

Y
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Later on,f/Sinha has also questioned the
effectiveness of participative style for all kinde
of organisation. subordinates and culture. Then
S8inha put emphasis on NT Stvle. The NT stvle wae
task oriented having structured expectations from
the subordinates. snd who draws on the cultural
value such as affection (Kakar. 1971a; dependency
Chottopadhyay, 1875: Sinha, 1970; Daftuar, 18985;
1988), need for personalised relstionship (DE,
1974).

T.N.Sinha and J.B.P.Sinha (1977a) and
J.B.P.Sinha & T.N.Sinha (1977) g;ggested that NT
leaders were close to both the autﬁoritarians as
well as participative ones in certain qualities. A
serieq of surveys and experimental research
efforts by Sinha (1970: 1973a: 1973b: 1874a;
1974b;  1976: 1977 a: 1977b) and his several
students and associates (Sinha and Sinha, 1977;

Sinha' and Sinha. 1977 a: 1977b). Besides these

Ansari, (1988) ultimately succeeded in- -

egtablishing to a great extent, NT model of :

effecéive leadsr in the Indian organisation.

The first major ster was taken with a study
conducted in eight organisations located in south
Bihar State. They were of varied types like
public, private, big. emall. effective, non-

effective etc.

y
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Data from” eight organisations revealed that

Authoritrian (F) leaders values status, power and
i

rrestige, personsl connechtion with influentisl

rersone ashd dependency on other for help, support

and advice. The NT executives also valued status,

power, and prestige. They preferred individual
efforts rather than team work, initiative rather
than dependency and did not like to agsume
responsibility for every thing and everyone. On
the other hand the participative leadeﬁ— aid not
care fgr status and personal connections. They
mcstly. depénd on otheres for sdvice, support &nd
help (Sinha, 1980).

The consequences of the above findings sinha
categoriged four typical expectations that the
Indianrsubordinates bring to their organisations :

1} Suboardinategs tend to depend excessively

. on their superiors.
2. They want to cultivate personalized
i

rather than contractual work

( relationship with superiors.

3. They really accept the authority  of

‘ {their) superior.
4. Work 1is not valued in itself yet the
subordinates are willing to work even

extra hard as a part of their sfforts to

maintain rersonalised relationship with .

their esuperiors (8inha, 1983; F.133).

Ve
i
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SooeT Qiph theeé ~ expectations -of  the
subordinates Sinha (18803  1983),

believed that NT leader should be more
effective. Sinha (1880) slso worked out

the correlstions between nine types of

organisational climate and three types

of lesdership etylees (E. NT. P).

The climste types were : status ~acceptance}

working conditions, effenciency, 'iﬁtérpevson&l
relationspip, work relationship and . Buresucratic
climate, °© authoritarian, taak:\oriented1 " and
organiéafign&l involvement. R

I# Qaa conc luded thét. NT styleAwgB;'emérgeg
as théA most crucial factor among the style for
climaté factors. It positively correlated with
workiné . relationship, working conditions,. and
interpérsonal relationsghip. 8o Sinha concluded
that ﬁT lesder will depend on the combination of
size ?nd efficiency 1levele of the organisation.
The Ehstyle wae negatively associsted with work
rei&tipngh;p and positively with  buresucratic
climatt in smsall organisations. Sinha (1980)

gave concluding views that as the boee” etyle

l

moved Qféqm E through NT to P style, the climate
teﬁded% to be more favourable in terms of working
condit;on,’ efficiency. interpersonal, and work-
relationship and tend to be less buresucratic (pp.
137-138). It is significant to add that soclo--
éultural value proved to‘be better predictor of

forganisatiqnal efficiency than leadership styles.

110



For example, individualism, carefree 1life and

status—brientation were inversely related and

dependency, personal connections were pogitively .
i

relateq to efficiency (Sinha 1980; P. 152).
i .
Sinha"s eight organisations study rendered a

'

number} of limitations. So he tested the NT model
experiﬁentally. He tested thie model in the year
1980. hen secondly, J.B.P Sinha and T.N.Sinha
(1977) iconducted studies to test this NI model

sgain. |

In' 1980 Sinha concluded that, though the
findings related to the NT style were weak, yet
they supported the view that NT atylei was more
effective than the P style when the subordinates
were not prepared for participative leadership
condition “(ﬁﬁétever it may mean). In the same
sequence, Habibullah and sinha (1980) did snother
study to examine the factorial structure of the
leadershipr stylez related tham to motivational
climate of an organisation. (i) the participative

items did cluster as the distinct configuration

alongwith the N and F dimensions, (ii) Another

significant finding from the study suggested the
emergence of “task orientation® as a distinct
factor (from Nurturance dimension).

Sinha (1981) revised his Leadership styles
scale and put 5 dimensions (F, Burgauoratic, N, P,

and Task oriented) separating. T from N.



[~

Sinha (1982} used the scale in hlas study of

fertilizer and™ coal organisatione. Interms of

effectiveness, results did not differentiaste; -but .’

in both the organisations, (T0O) dominated othere’(

and wasiendoraed more strongly than N dimension.

'

N, P an? T correlated significantly with
subordihates’ efficiency. N style was found to be

strongly oofrelated with effectiveness of self,

subordinateg’, immediste boss” departmente as well ‘

as of organisation. TO was positively associated
with job éatisfaction also. Then postulated ' that,
strong leadership in India is liked &nd
appreciated by subordinatee (Daftuar, 1985) Hinger
(;982) postulated that NT style waa. related. tg
effectivenessf Mishra’se (1980) study also
corroborated to that of Hinger. Since both
+ nurturance attitude of the superiors and their

toughness for amccomplishment of tasks are valued

in Indian Society (Daftuar, 1985), they tended to

project themselves as NT ledears.

Recently Sinha and Chowdhary (1981) attempted
to test the effectiveness of the NT-P combination .

of leadership through & field study in different

organisatione involving 165 male exgcutives.
Striking esimilar trend of resulte were ‘obtained
for~ NT and F styles. P-style was tﬁe only style
which waeg significantly and positively correlated
with employeers satisfaction. Arvind Sinha (1880)
and Sirighal (1981) used Sinha’'s leadership styles

scale in academic situations.
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Singh examined the relationship betwsesen leadership
styles of 'oollege terchers - and intellectual
commitment of the students.

Sw%rn Pratap and 3.K.38rivastava (1988)

conducted an extensive study on differential .

leadership style and effectiveness in executives
belonging to private, public and government
sectorse. Leaders exposed to high-task-relationship
(style_‘Z};'was found to be predominant among

executives of all the organieations. Again results

on setyle - 1 (i:e high tesk- low relationship) snd

style - 3;(19w tagk- high relationship) ehowed:

that Indian/éxecutivas do think on the lines of
‘concern for the people’” but many of. them still
like to be benevolent autocrate rather  than
participative leaders.

For emphasizing the  importance of

Authoritative 1leaders in Indian ssttings Jaggi

11978) also provided much evidences in) the

effectiveness of leadership styles. He mainly

correlated leadership styles With:: the
organisation size and found that, managers in
small firme exhibited authoritarian attitudes as
compared to medium and large firmé;1 wﬁereas
leaders - were more sensitive to employees" needs
and feelings.

Besides size, organisations with foreign

i

subsidiapieé tended to be influential by the

foreign menagerial environment/culture which led x

to a less authoritarian attitude in these managers

as compared to ﬁﬁe Indian Managers.

11
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He obeerved that leaders with broader
responsibilities locked forward for active
participation from subordinstes.

In another study, Jaggi (1978) found a
differénee in leaderehip bhetween state and private
organinations where the former were more keen to
bureaugratic behaviour than the latter. Similar
to thﬂa Joseph and Kesavan (1977) in their
comparative study of publié and private firms,
observed a difference in thé behaviour exhibited
by supervisors. In the private firms, supervisors
were production oriented and wages are tied to the
amount produced, and in the public firmes superior
orient&tion wae prevalent becsuse superlors are
given complete power for recommending their
subordinates fof promotion and salary 1incresse.
A few yeargx/later Sinha and his sesocliates
conducted another studies and concluded that
studies provided "Consistent although not
conclusive evidence that nurturant task oriented
leaders were effective for these subordinates who
preferred personalised and dependency relationship
and willingly accepted the superior status of
leader" (Sinha, et al 1988). A number of studies
associated with the results of this 1888 study
that NT leadership to he assocciated with
effectiveness of the subordinates. departments.

and organisstions. ~
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Ae much as 40 field and experimental studies by
Sinha (number is mentioned in. 5inha,1988) the NT
leadership etyle hsae not been ahkle to prove in
gelf ”conclusiégly” for need to hasve s new look in

the field of lesdership in India.

Besides Sinha, a number of studies (Ansari,
1987; ;Sinha, J.B.P. 1980, 188B4; Sinha etsl, 1988)
reoentiy disclosed moderate viewe to very high
correlations between nurturant and authoritarian
st&les. Sinha and Sinha (1984) aleo examined the
shift in authoritarian. nurturant task and
participative leadership under non-stressfull to
strussful conditions. Smith (1888) and Verms (1986)
have examined relationshipe of nurturant and task
styles with other currently availlable . leadership
styles. The,ggéfficiente of correlation validated
task oriented style of lesdership snd further
indicated that nurturance and consideration,.
despite their cultursl specific differences,
qhared the people orientation of the leaders.

In one recent study, effectiveness of the
leader was divided into five segments and was
studied with the help of five statements. The
sample consisted of 86 managers from a private
manufacturing company who rated their
effectiveness of the leader on five indices. The
five statements were ; (i) getting work done by
the subordinates. (il) influencing his immeidate

superiocr 1n the matters in which he was right,.



(1i1) maintaining good relation with his
subordinates, (iv) enjoying the truet o¢f his
immediate superior, (v) achieving success in hie
career. They were made to choose a leader between
nurturant, participative, task oriented and
nurturant task orlented styles of thelr leader. 1t
was f%und that NT styvles wos 1related to the

effeotiveness score on all the indices.

These studies suffered from two major
limitations ; (1) one psychometric limitation of
forced cholce rating of leadershlp estyvles which
were thus made negatively interdependent, (i1) the
other limitation was the single iteﬁ measures of
préferenoe for dependency. rersonalised
relationship gnd status differential which hampere
a sound basié,to identify thoee who were prepared
and those who were not prepared to participate

(Sinha 1981, P.14).



It may be said about ~the emergence of
leadership in organisations thaot, it is generally
pre-determined by the rules and procedures

(appointments, placements and promotions).

1

I# soclal situations (Caste, Communities
etc.),' leadership may emerge because of such
factors as religion, caste and class and other
social stratifications (Jain, 1971). This study

was supported by Singh ardMishra (1973).

Dayal (1975) suggested that the functions of
organisational leaders are partly determined by
the organlisstional requirements and partly by his
own ideoeyﬁsr&tic style. For that ‘he viewed a
particular kind of organisational culture is
maintained 1In every organisation. In this
context, Nandy (1970) discussed four areas of
human, technological, social ’'dndorganisational
functions of managers. Sheth (1872) viewed estatus
and autho?ity as the main factors of supervisory
effectiveness. Recently, Daftuar (1985) has made
another culture related study and critically
analysed the paternalistic, scientific management
and human relations trends in organisational
leadershlip. He argued that these ngtern theories
are in adequate in our culture. He proposed a new
psyco-culture situational theory. He cited

emplirical evidence of success of his new model.
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H

leadepahip was postulated tobe affective for

subordinates who were not prepared to participate,

while participitative leadership was pastulated to -

be more 'effective» in prepared group of

-gubordinates.

. Later on many authors did Btudy on the
‘“:efficaoy of the NT style proposed by Sinha as the
most effeq;iGe style in Indian Organiaationa.
Firstly, some authors pointed out the qee@ ~to
combine 'jtwo personality  dimensions, i.e,
nurturance, and authoritarianism, in a model of

effective leaders” characteristics. .

Second problem raised with the NT model was
the metﬁodology that Sinha followed in the
beginning of his researches. This problem can be
of two kinds, firstly, the ltem used by Sinha to
measure the three dimensions (HI;~E¢.and~E) in his
tridents (Sinha 1980) were of doubtful nature.

~

To overcome gome of these methodological

problems of Sinhas” researches, Daftuar (1985)

proposéd a model which might be considered as an
approp%iate model in the Indian situations. He
called this model as the A,P + N model. The A, ptN
leader exercises his power and authority in order
_to ma?e the group members work according to his

directions for the aschievement of the objectives.

Jyotiprasad (1990) suggested that NT style of
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He seeks cooperation, listen to the advice of the
gubordinates and. to B . limited extent,
instinctively encourages his subordinstes to
exprese opinions and give 8uggestions:by keeping
the final suthority with himself. He aleo showed
genuine interest in the welfare of  the
subordinates. He is not just a summation of the
three gualfties (A, p and N). but something much
more than that (Daftuar, 1985). In other words,

this mbdel encompassed a cultural situational

spproach to lesdership.

Firstly, the moet important thing ie that the
authorftarian nature of the Indian culture hase
promptéd him (Daftuar, 1985) to emphasise for the
authoritative (A) temperament (of the leader) in
the médel. Majority of +the Indian researches
(Hagerﬁ 1862; Meade, 1967: Mayers. 18960; Pareek.
1988: Nandy and/Kakmr, 1976: Bhuean. 1968; Kool
1980; ’Ray, 1982; etc.) had preferred to go with
this model. Still now, many Indian peychologists
would prefer to go with Meade's contention that
authoritative 1leader would be a good bet to

promote organisational productivity in India.

- Authorit%;ianism in Indian culture is induced
by exceasivé/ dependency of children on their
parents. The children learned to depend upon their
directing {‘does’ and “do nots’) parente and then
trangfer their dependency on parente %o their

superiors (teachers, boesses. government, etc.)
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This also explained why. as a population. Indians
may readily submit to and respect suthoritsrian
rulers and bosses (Ray. 198Z). Several resesrchers
(Chattopadhyay, 1875: Sinhs. 1970; 1980; Murphy,
1953: Pareek, 1988: Daftusr. 1985, 1986; etc) have
suggested about the existence of the phencmencon in
the Indian culture. Dependency in
subordinates/followere oan be best satiefied by

the nurturance etyle of the superiors/lesders.

t

The above arguments brought two well known
psychological facts : (1) Authoritarian
prersonality (of subordinates/followers, at all
level%, emancipating from the . authoritarian
oultufe) would respect only (another)
authoritarian  personality or behaviour (of
super%isors/leaders). (2) Early parent-child
relatyonship ie transferred to the superior
subordinate relationship (in later years) when an

adult. enters a work organissation.

S0, it can be postulated from the above argumente
. that suthoritarian personality. is best satisfled
under a superior who ig both suthoritative as well
as nurturant. Again the above logic explained why
.2~ high ieg;l nurturant attitude of a ‘strong’

/
guperior, -in Indse, is respected.
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The small ‘T oin the model {A,p,N)
represented participation at » low key. The reason
for including participstion at a low level (p) 1is
the dualism prevalent in the vresent day Indisn
social and political systems‘\\ Indians are
culturally authoritarian, st the same time they
cherish democratic norms ss the most desired
value. Thies view suggests that, in Indian
syvstems, authoritativeness snd participation can
g0 together. Aunthoritativenegs (4) and
Participatory (p) stvles have been f@und to
interact in gome of our regearches (Daftuar,
1885). 'Most interestingly. in the same context,
Sinhs sﬁggested that the "participative items did
clueter as a distinct confugeration along with the

nurturant and authoritarian dimeneione” (Habibulla

and sin(a 1980; quoted in Sinha, 1983, p.148).
Hofetede (1980) was also supportive to the
views %uggested by Sinha. These data indicated
that thg Indisns have combinations of values which
may bewexpreaaed as high power distance (H.PDI).
Low‘ Uncertainty Avoidance (L.UAIL), Low
" Individualiem  (L.IDV). and Low  Masculinity
(L.MAS). The E;MAS indicates such values ag men

need not be aésertive, and interdependence in life

ig idesl. This (L.MAS) coupled with widespresd

training for deep faith in democratic values, made

an Indian 1leader to project himself ae &

participatory 1leader. Hence. sBmsll “p in thie

model is inserted.
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So, the attempt of the present model to
combine dismetrically opposite‘leaderahip setyles
(A and p) into one should not surprise any keen
observer of industrisl scene, in India. These two
styles can, * be combined in the leader for
effective funé%ioning in the organisatione. At the
rresent wmoment a high degree of participatory
gygtem may not work in Indian organisgations
(Sinha, 1980; Daftuar, 1983; 1835; Vaid, 1968) and
the leaders opted for small degree of
participation (r). This (low level of
participation) may give a sense of satisfaction

among the subordinastes that thev are being asked.

Two experimentsal studies (Daftusar, Bakehi and
Singh., 1986) and one survey (Banerjee, 1884) wae

conducted to test the veracity of As p+N model.

In ;1984, Banerjee conducted a study in two

effective organisations to test the efficiency of

A. - p+Ntmodel, He consldered top. middle and lower

levél executives to fill a gquestionnaire which
measured six leadership styles A + P. A + N, P +
N, A, 2, and N on four leadership dimensions
(leader gas deci;ion maker, as disciplinarian, as
'counsellﬁr and as controller) and four dimensions
of eupervieore® percepbtion of workers. of hie
superior; of hie own self. of wvarious rolee.
Resulte &ndicated thot 8 - stvle wase dominated in
|

511 eight dimensions in both the organisstions and

A+ N - styvle reflected in 7 dimensione.
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In five, out of eight dimencions, a tendency of
inclueion of A + N with p dimeneione clearly
emerged. So, thie study wae partially succeesful
in dJdemonstrating the possibility of A combining
with p and aleo the possible efficacy of A, p+N
model. ‘

In another experiment. Daftuar, Bakehi and
Singh, (1986)  took 40 student \yélunteers j}és
subjec@s. :hey were given to pla§ﬁ?&aﬂégeéént
problem‘ éolving games under fouf'. leadership
atyles,(e g: A, P, N and A, p+N. They had to solve
structured and unstructured tasks. No diffenence

was obtained in matters of number of attempts

required to solve problems between A, N and A p +N

. Btyles.. = ‘style required the maximum number of

;

attempts to solve unstructured task
' r} s‘,: -

Another experiment was conduoted by Daftuar,

Bakshi nd Singh in 1986 under the same four

leaders ip Btyles (A.P.N, and A, p+N) to study the

r

€>impact of gstyles on vigilance performance. The

‘Quhypothesea that, A, p+N style would prove the best

£y

' was supported in 8 limited way. Though, there was

w;a trend‘of A, p+N requiring minimum time, minimum

‘Tzerror and minimum number of missed signals, the F

T value was significant only in case of error in

detection.
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] .

Géeta Gopinath (1987) also conducted an
experimental study to test effectiveness of four
styleélof leaderships -- A; N: A, p+N; and P under
four f:ocmmunication channele, (e.g. ‘wheel”.
'circie‘}‘ ;chair' and “inverted - y°). The study
‘was to solve mansgerial probleme for which 16
management cases were used. Four measures of
effectiveness wae used. e.g. time taken in
‘ﬁinutes, number of communication, number of new
éo;municaﬁéspé, ~ and  number of  redundant
commun;cations. Results indicated that A style
took the minimum time followed by A, p+N. A not
only took the minimum time in decision taking, but
also had minimum number of new and redundant
communications. A, p+N genersted highest level of

prerformance and work satisfaction. A-style was

followed by A, p+N, P and N. in that order.

Tiwari (1988) recentlyv conducted an extensive
study for studing relsationship between leadership
stylee, on the one hand. and communication, power
strategles, and organisational satisfaction on the
other. She studied seven leadership styles, eight
downwa;d influence strategies, five upward
influence strategies (Kapoor, 19873}, six
communication climate related variables and three
variabies related to communication effectiveness.
Begides that. five dimensicns of organisationsl
satisfaction wAas also included.

i

!
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Hegresslion analyees relatéd to leadership
styles indicated that. A, p+N style emerged as the
best predictor of three positive down - ward
strategies and one positive up-ward strategies.
None other style showed so many relaticonships with
positive power strategies. N

In case of communication climate as well, A.

p+N apbeaved as a significant predictor of

‘openess in downward communicsation’, “lietening in

3

upward communication. and concern for high
.

performance goale’. In other words, A, p+N may

i

lead to petter communication climate.

Incase of communication effectivenese, A, p+N
leadership came only next to P style and A, p+N
model emerged as the best predictor for work

satisfac%ion.

Hovaer, Indian researchers have to go a long

1

way to prove conclusively the efficacy of A, p+N
,(

styvle in the Indian organisational situation.
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COMMUNLCATION IN ORUANISATLONS

INTRODUCTION ‘% Commmnleallon i one of bhe mostb
common ;. processes of human bebavioor. Because 1t
ic wide spread snd universsl @ The importonce of

=

compunication }cannat be overectimated. Without
Eommunication,\ Orgonisations, could long exist
b@caus4 -0f the basic coordination of Industrial
work grocesa or deparimento réquires that these
being co-ordinabed, know whalb they are to do  and
when ik 1e bto e done.

We can define Communication ns a “dynamic
Process in which man congscliously or unconsciously
affect the cognitions of another through materials
or agenclies used in agymbollic wavs ™.

Rogers and Rogers (1976:3) opined that

s

“organisation :an be best understood from the
communication point of view'. Such was the crucial
role of Communicalion. Orpanionat.ional
communication in otherwords was Jdelined as "human
communications that ocenred within the contoext  of
organications. (Tubbs and Moss, 1980: 280). This
might be porccived aas of {wo types -

(i) Commupnicabtion within the orpganisations

{11) Communiication between the  organisations

and environment .
This wars because new orpanications were

™~
perceived as open systems and hence  subject to

external influencoe. ——



lmpoerntive then, was Lhe peed for organisationog to
constantly adopl Lo Lhe environment, .
Communication sould be considered as  the

vital Lhread Lbal bolds oy orpmmisation Logether.

Sn

e

t assumed Lhat commmnicalion throough a  sub-
function of an orgmnisalion was Lthe central bo all
its relevant functions agﬂ processes.
Communication aflfected the totnl work life in  the
organisation by determining the employee
perception and their  conscguent organisational
behaviour, such as group cohesiveness,
interpersonal perceplion, Jjob perceptlion ete.

Therefore communication could he a cause as well

as an effect JE the organisaltional behaviour.

JMPORTANCE OF COMMUNICATION IN ORGANISATION :

Ihe interdependence of compunication and
organ:sation was stresced by Bernard and  Simon
(Dahlg, 1967). It was saild Lhat communication gave
the iife blood to an orgenlsation. Very early in
the year (193B) Bernard observed that, "in any
exhoustive theory of organication, communlication
would oCceupy a central place because the
Btrucéure, extensiveness and scope of organisation
are almost entirely determined by communication
technique”.

' Dancq/kié?O) wrote an article which uncovered
some ninety five definitions of the concept of
communication - many of them provided sole purpose

Lo provide “the” definitions.

12
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He concluded that il is difficult to determine
whether copmun ication N irs over -defined or
underdefined but its definitions lead (scholars)
in » different, sived oomed, bmies, contradiclory
dircections. \

50 far as the communicalbion in organisation
was concerned QGultzkow (196h) provided some
relevant- empirical status of  literaturce with
regard to the study of ocrganisational

~N
communication. Later theorists followed his
studies in a great extent. Simon (1956) more
oweepingly asserted : “"the question to be asked of
any a@ministrative procegss i 1 How does it
influences the decisions ot the individual without
communication 7, the answer must always be : It
does not influence at-all”. Thus, the importance

of communication is evident from this views.

Again Bernard also observed that,

communication is the first function of any
executive. With regard to the historical

backgrgund of organisational communication, Chester

|
Bernard late 1930s meaningfully developed

communication as a vital dynamic of organisational
behaviour. He convinced that communication is a
major shaping force in the organisation. In this
context  Barnard also intervened communication into
hils concept of authority. He listed seven specific
communication factors which are speacially
imﬁbrtant in° establishing and maintaining

yd
objective authority in an organisation.
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In brief ;

1.

can _

-

The channe}s of communication should be
definitely known.

There should be definite tormal channel of
communication to ovary member of an
orggnisatioa.

Theyline of communication should be as direct
and short as possible.

+

Thei complete formal line of communication
norFally be used.

The}persons serving as communication centers
should be competent.

The line of communication should not be
intérrupted while thé organisation is
functioning.

Evéfy communication should be authentic.

Last but not the least the following points

be considered for the importance of

organisationl €ommunication :

I.

II.

ITI.

Good communication is an integral part of
management process of any organisation and is
ubiguitioﬁs almost in all activities.
Commmanication can be a tooi to helé persons
in their understanding of organisational
roles initiate actions toward goal
realisation.

Commun}cation provides means for making

decisions and executing is Dahle (1967 : 92)

AW
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Iv.

V.

VI.

VIT.

VIII.

cox}irmed this view and observed that
"organisations may be seen as complex open
information decision system”.

Funétional and geographical meaning of . the
organisations demanded better integrated
functioning. Communication intigrates the
various organisational sub-units. In 1967

Hicks observed with these views.

Commmunication provides organisation’s
exchangg///with environment. Guetzknow

(1965) noted as “communicalion system
serves as the vehicle by which
organisations are embedded in their

environments™ .

Communication can provide {or internal
functioning and ourvival of organisation by
ensuring feedback, correcting organisational

objectives and procedurcs as the situation

demands.

Conflict reducing techniques C.E.
participative management, \\consultation,
climate building cto. make use of
communication.

Conflict producing situations in the
organisations are turned into growth
experiencing situation by the cffective flow

of communication.
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When organisations have not paid careful
attention  to communicatio# defensive climate
ﬁre&aila (Sc&péidev, etal., 1975). In such a
climate coméunication gaps and distances exist
between superior-subordinates. Particularly the

subordinates respond with suspicion, anxiety and

aggressiveness.

Two eminent management writers often cited
communication at the root of practically all
the probléﬁs of the world. They observed that
"perhaps it is true, as someone has suggested
that, the heart of all the problems - at least
of men with each other - 18 man’'s inability to
communicate as well as he  thinks he  is
communicating” . 1t ic glven as ethnic
prejudice, war between nation’'s, the generation
gap, 1industrial disputes and organisational
conilicg. These are only represcentative of the

numerous problems which are attributed to

ineffective communicat ion.

v N /
THEORIES/APPROACHES -~ 10 -~ ORGANISATIONAL

| COMMUNICATION :
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INFORMATION THEORY : i T
L

This st‘a‘Btrict scientific approach to the :;

[N

| - S
study of communication in organipations. It was -

mainly‘?cohcerned with the transmission aspects

of the communication process, 1.e.

{ “ - &:/ s '
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transmission concepts encoder (sender) and
decoder (receiver), in terms of both their
functional roles and their contribution to the
achievement of a given level of performance,
were the important characteristics of this

theory. 7
s

Mainly to encode messages by taking advantage
of their statistical nature and to use electrical
signals to transmit messages over a given channel
with minimum error. Information theorista
recognised entrophy (a law of thormodynamics) in
their analysis of communication systems, e.g.,
they tried to measure and conlrol noise entrophy
that may arise from dislraclions, distortions when
a message was transmitted over a communication
gysten.

This theory had also an unugual dual orgin.
Norbert Wiener and Claude Shannon were the
foundigg fathers who ocutlined the basig concepts
of Information theory and Cybernetics in  1948.
Wiener, and Shannon were the first to emphasize
communication from a mathematical perspective and
in so doihg they developed Cybernetics. His stated
purpose of oy@grnetics was “"to develop a language
and gechniques that will enable us Iindeed to
attacﬁ the problem of control and communication”.

Autcmétic feed-back control mechanisms had been

|
the pTimary technique used to attain this goal.

13

NN

(2



About)zétating the importance of information
Ve

theory and Cybernctics, one information theorist
had noted : "In the past twenty years, Iinformation
theory has been made more procise, has  boeen
extended, and has becn brought to the point where
it is being applied in practical communication
systems”. So, 1t can be stated that ipformation
theory has had on the study, analysis, and
practice of orgonisational commanication is
somewhat analogous to the great influence that

gquantitative technigue have had on wmanagement

decision making.
ZORGANISATIONAL THEORISTS™ VIEWS =

Among organisational theories, one can identify

four approachee to study communicatbtion systemp in
'

organisations. They are ; (a) Classical -
Structural Approach, {b) Human - relationf
approach, (cl_ Behavioural - decision approach '

i
(d) Process or system approach.

i
A CLASSICAL - STRUCTURAL APPROACH : This group
of writers described organisations as closed
| d static systems, stressing authority,‘apan
of control and other internal Btruéﬁurai
;elationships (Fayol, 1949; Gulickand Urwick,
1937; Mooney and Relley, 1939; Taylor, 1911;
Weg;r, 1947). They assured adequate Job
_performance through application of work-—
routine programmes and pul. emphasis on using

formal channels of communication.

1
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Mainly downward communication was emphasized
for authority, co-ordination, and control.
S50, these theorisbls were Loo broad and
elusive to apply classical principles to

organisational communication. N

b. : Authors like
. McGregor, Argyris and ‘Likert were
illustrative of this approaches of
organisational commranicatbion. Reacting

against the above classical views they put
emphasis on the grgup interactions and
informal é;mmunication systems. McGregor
(1967} proposed the ideas that,
“communications as the means by which
orggnisationa exercise their poﬁer and
thrxugh which members can develope mutual
und;rstanding of one another.
Argyris (1975, 1960) appeared to go no
further than McGregor. Likert (1961, 1967)
specifically emphasized on the informal

communieation in creating healthier organisations.

He highlighted many varlables llke lack of trust,

that- may . adversely affect interpersonal

v
communicatiqn{ In this context Brettger and Jerry

(1971) conducted experiment with a view to ‘improve -

communication in managerial work group, on the
assumption that improvement of commmication in
managerial work groups enhances task

cffectiveness.

13
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Acenrding Lo Likert, "Commmicabion refers to a
variclty of kind;: of aC?‘."I‘J]T.iF'Q'— {1967, p.143) Dbut,
he  wan not opecifte an theae activilLien.

Above all thesc thoorists werc not speclific
in identi Fying importaopt components of
communication. They also d4id not ocuggest testable
hypothesés relabling communicat ion Lo other
organisational varlables. Beoides that, some of
the +things provided potential directions - for

communication research in organisations.

i

C. BEHAVIORAL - DECISION THEOQRISTS : This group
of theoriste described organisations as

functionally specialized, goal seeking, decislon

making 53tructurea. Simon (1845), March & Simon

(1958) Cyert and March (1863) were the

represeLtativea of theoriscts in +this category.
Agcordiﬁg "to  thls view, “individuals in
organisations find it difficult to make complex
rational decisions without having limitations
imposed  upon them by organisations. These
limitations included definition of member roles
and sub goals.which guide decisions, formal rules,
wéilwdefined///inférmation channels etc. which‘x
limited thé1 range of alternatives cansiderea ’
in decision making. March and Simon (1958) stézéd‘;\\
that the primary purpose of Communication in
Organisation is to procedural information. They
pointed out that information available in

conmunication chanoels 1o nlways  incomplete  for

decinion maklug.



On  1like the above described  context, oome

others implied the necescity for investigsting
comnunication Influencec on decision- making e.g,
the process of uncertsinby absorphion was not
empirically investigated.
Both‘ the sméunt and locus of  uncertainty
ahsorption must influcnce decislon-making (Downs,
1967; Wilensky, 1967), on the contrary Rogers and
Shoemaker (1971) adopted March and Simon approach
in their discussion of imnovation diffusion in
organisations.

Besides all that, thesc theorists did not
stresg the need +to examine the influence of
individual behaviour on communication in
organisations. Bub, it cannot be ignored that the
behavioural decision theorists ndded extensively
to the list of organisatlonal aud\\communication

variables which should be considered in research

Programmnes.

PROCESS ~ OR_ SYSTEMG  THEQRISIS - Systems
theorists 1like Katz and Kahn, (1966}); Thompson,

(1987) Wieck; (1969) suggested the orientation of

»

a multivariate views of organisational"

1

communication where the environments in which

1

dynamic ;| organisations exist were important

determinants of behaviour.

{ .
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Weick (1969) provided an owample of this kind
of Lhinkinug and  provided tho viewn that,
oraantoabtions were innformation praocessing
organiome exiclLing in uwocertain environments of
Moreh and Simon’s, Weick mainly derived in  the
propocition that ormasnisntions loose opportunities
whoen thoy hondie unequiivocal informabtion
egquivoeally. It lesdo bto obrophy.

Above all, the oystem theorisbto  direched

attention to forces oubtside Lhe orgsnisastion which

infltuenced internad communtoat fon ond Lo
organisations as information processing‘
mechanésm&. -

B§sically, the above theoretical views

provided as necessary prerequisite to the

I

development of viable theories of organisational
i
i

.communication.

JINTERPERGONAL  COMMUNICATION  :Interpersonal
Communibation approach was defined as an

. interactive process which included an individual’s

effort " to attain meaning to respond to it.

Communication was considered as a basic method of

.affecting bahavioural changes and incorporated the’

psychological processes (i.e learning, pevception;‘;

motivation), .6n tﬁe one hand and language on the

other. So, both sender and receiver’s role must be

required for interpersonal communication to ~ take
place. The receiver here gave feed back to the

sender.

\o
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In this contektyShanon (1948) was considered to be

the beginner of this interpersonal communication,
identified that information souwrce, mesoage,
tranemitter, receiver and werc the components of
the communication system. Many researchers
put importance on the fecdback on which the
interpersonal communication highly depends.
To stress its role one writer stated that “the nub
of the entirve commmication problem™ 1o the
following : " the nender +to be certnin  that his
messange will be scoopted by Lhe recelver, must  boe
prepared Lo  let the rooaeiver inflyence him. He
wmusht  be  preparcd Lo Jol, the receiver nlter  the
message in waye thal moke 3L moroe oceeptable  bo
the recciver. Otherwise il may not b undernlood,
or it may not bo oo coplods.
CHARACTERISIICS _OF BEFECLIVE COMMUNICALLON -

The following aore some of the characteristics
of eﬁfective and ineffective feedback for
employéés performance in organisational

i
communication :

1. INRTENTION ; Effcctive feecdback is directed

towérd. improving Job performance rather

ton o, . <

'tqward?aspects of the job.

B
B

f Pt
L

2. SEEQIELQLIX ;3 Effective feedback is genorallbf
designed to provide employeses with specific
information so0o that they must be aware of

doing correct for the situation.

~ Y
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3. QESQRIPIIQN 3 Effective foecdbinck can also be
considered as deoceriptive rather than

evaluative.

4, USEFULNESS ; Effective feedback should be an
iﬁformation that an employee can use to

improve performance.

&

5. — IlﬂELlNEgﬁ 3 A lot of researchers were

giving//éonsiderabions in timing ~ feedback

properly, as a rule the more quick the
feedback, the better the chance for

corrective action.

6. REARINEGS ; The employeces must be ready to
receive the feedback otherwise it is useless.

It cannot be imposed on them.

7. CLARITY : Effective feedback must be clearly
understood by the recipient, e.g; the
supervisors can observe nonverbal facial

expressions as indicators of understanding.

8. VALIDITY ; The fecdback muct be réliable and . -

+

valid inorder to be effective.

Beéides feedback, other wvariables, i.e.

b

greatly influence interpersonal communication. For’

example, research studies should that, “people who
|

do not turst one another, do nol communicate”.

These finding had cignificant implicationa {for

superior-subordinate relations in an organisation.
l

t

Fo

trust, ' expectations, wvalues and status etci,A‘



TYRES . . OF_ORGAMISATIONAL COMMUNICATION : For long
time organisational poychologists acecepted formal

communication/z@rncnunon as the  ilmportant  one.
Later studiég on compmunication suggested that
formal communication necver expinined completely
the communication behaviour arel rather they put
emphasis on informal communicobion,

That organisations have Lwo communication
systems, i.e., (1) Lhes otficial formal
communication; (2} the wofficial informal
communication is recogniced by lvens (19683). These

can be considered as new  CFORMAL COMMUNICATION IN

ORGANISATIONS" .

This provided communication f{pw in all the
directions. Katz and Kahn (1973 : 235) in a
classic work portrays three types of formal
commun;éation uasing flow as the orientation, i.e.
(1) Ihformation that {ollowed the authority
patternf of hierarchical positions {Downward),
(1i) Information that ascended Lhe hierarchical
ladder: (Upward Communication). (iii) Information

I
that maned among peers at the same organisational

level (Horizontal Communication)

Organisational communication can be defined -
; ead .

i . . . : :
as communication in a structural situation. The
structure of an organisation has two aspects, -(1)

formaliand (ii) informal.

1
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into

Avain formal Cummunisgtion can be divided
three (3} types - tﬁéy are : - ] -
(i) Downward Communication
(ii) Upward Communication

{(11i) Horizontdl Commmnication.

The same way informal communication can be divided

into two types : they are : .

FORMAL_COMMUNICATION PROCESS :

(1)

i)

iL)

(i) Grapevine

(ii) Remouer

DOWNWARD _COMMUNICATION : This process of
communication was consldered traditionslly
one of the dominant themes of organisational
communication. Thig is btherwise knowg
as Lhe superior - subordinate communication
(Imthans; 1877) .  More recently Tubbs and Moss
{1980) : 309 viewed that Downward
Communication is initiated by the top

management of the organisation and then

filters downward through the chain of

\command. It is actually highly directive type

which initliates pemple into actions.
Kat.. and Kahn (1870) provided five {(5)
classitfications or purpaesce of Downward
Communication in an organisation ;

o give opaecific job dirécbives about Jjob
instructions.
e, provide

information cegarvding

orpganivational procedures and praclticas.

-
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ti11) Feod back o subordinates about their

rerformance.

(iv) Provide information about the retionale of
the Jjob.
(v} Information about an ideological to

facilitate the indoctrination wf goals.

It was reviewed that today’'s organisations
have generally given emphasis on the first and @o
the great extent on the third puuposes. In general
superior-subordinate communication on Job
performance and the rationale- ideological aspects
of Jobs had been badly neglected. This type of
downward communication provided an authoritative
atmosphere which tended to check the effectiveness
of the upward and horizontal systems of
communjcation. Tt can be asgumed that

i

commun%cating rationale for the Jjob, the
ideoloéical relation of the job to the goals of
the grganisation, and information about Jjob
performance to employecs might greatly affect the
organisation if properly handled. As Katz and Kahn
pointed out : "If people know the reasons for
their ’éssignment, this will often ensure their
carrying -out the job more effectively; and if
they have an unde?standing of what their Jjob is
agout in re}ééion to their sub systems, they are

more likely to identify with organisational

goals™.

14
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In the above described fonrth purpose (Katz
and Kéhn) clarified the view Lhat information
about performance supplied to cubordinates were
unique as they constituted feodback for them. So
it caﬁ be evidently accepted that, subordinates
were a?le to do well and perform better on receipt

of evaluative communication in the form  of

downward communication

But ‘it was found very often that the
evaluafive centers were not handled properly and
tgnored or misinterpreted among org;ﬁisabional
participants. One study was conducted by taking
qpmmunication efficiency of 100 representative
in&ustriai,/firms/ found to be accuraﬁé- It was
found that , Tthere is tremendous' loss _ of
information -~ 37 percent - between the Board of:
Directors and the Vice Presidential Level. General
supervisors got HB6 percent of the information;”
plant managers 40 percont ; and general foremen
receivéd only 30 percent of what had been informed
to them. An average of 20 peréent of the

commmication sent downward through the five

levels of management."” Besides how much of the

-t

fixed goals one was able to acheive” and what was:

the guality of performance” clc. adpects neededgﬁqﬁf

be assessed. o

Last but not the least the fifth purpose - of

Katz and Kahn was aiming at ‘ integrating-

individual's goals with the organisational goals.

14
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It was not properly cmphasicaed by “ovrganisations.
Besides much attempts in 7 tLhise direction,
}ndividu§l goals and organsistionn) goals were not
alwayes found in harmony. Both formal and inftormal
communic&tion systemse in organisations were the
manifestations of conflict between individuals and
organisapions.

Above-all, downward communication is accepted

'

as highly directive by researchers and passed

f

through‘ a  number of hierarchy. It ignored the
source iof information and put emphasis on the
accurac% of information rcceived at all levels.
Downward communication process also  did not
require -feedback and thus was devoid of receiver’s
involvement. So it is likely to be pgenerally less
implemented and ignored in todnyvs organisations. A
stydy by Killian (1968) suggested Lhat  “only 20
percent of information gob understood by lower
levels of hierarchy” Dance (1967) quoted Raymond
{1962) to sug%gst that “execution could receive
and absorb /{7100 to  1/1000 o the available
information”.

Pointing out the importance of receiver’s

role, Doland Roberts after an extensive review of .«

literature suggested that “subordinates do get'ﬁ

/

needed information (i.e; if cuperior-subordinate .

communication is effective) Lhoy perform better as

individuals and in groups’. Roberts also puat
emphasis on  the downward information fTlow to

aficct receivers in the organicntion.

—ta



HPWARD. _COMMUNICATION :  Trnditionally, “the
upward communication syobhom was completely
dominated by the downward commuicotion system. As

~
it whn opposibe by naturoe Lo Lhal of the downward
communication syslems in industry. So

characteristically upward system wac considered to
be non directive in nabure. Many researchers
generally verified the ineftecbiveness of this
upward communication. Buk, graduallyr' modern
researchers, changed that old views.

Upward comm;ﬁication is also knows . ag +the
subordinate }nitiated communiication (Luthans;
1977). Tgbbs and Moss (1980) viewed that "1t is a
process i.by which the ideas, feelings and
. perceptions of lower level empioyees are
communicated ' to those at higher levels in the
erganisation:’ Though formal structure of  the
organisation put emphasis on both the upward and
. downward communication, still upward communication
proved to beibetter. In this context, as early as
" in 1852, P;énty and Machaver suggested that,

' “Manageres have ‘falleq to observe the values

obtained from ,encouraging employees to discuss

fully the plans and policies of the company”. They)f%

o
v,

also viewed upward communicabiop pysteme as the

important aspect to provide feedback for’f

reflecting a free  flow o f abliituden and
ceriticisms. Planbty and Mochayer (1852} provided
ways of helps throngh the wward communication

aychtom in organsialions.

140



Thoy idcﬁtified as ;

(a) Organisations genocrally ablo Lo identify
ind%viduals, politics, sctions and
ass#gnments l{kely to couse probleme  before
getbing involved deeply.

(b) Organisations tapped subnrdinntea' ideas by
which it was helpful Lo form better
strategies to problems.

{(c) Organisations gol improved pilcture of
assignments, problems, plonn, attitudes,
feelings and accomplishments of subordinates
of all levels.

e

(d) Upward communication systems can be served as
a measure ot eftfoctive dovwnward
communications.

Katz °~ and Kahn (1970) viewed, “Upward
e

communication ig not {1ull and sponbtancous  despitoe

attempts at ingtitutionalising them” . BHesides, new

and creatbtive ideoas woere generallv  onsurced by
upward comminication.

More reocontly, Michael J. Glauser (1981) in an
extensive study of literature pointed out
important factors which facilitated or dimpeded

~

orgsanasitional upward communication flow that is,

(1) Subordinate charvactervistics it included
subordinates” nooedos., personalitby and
situation in the organiocatton. Rosearch

]

revealed a npumber of such variables which had
diract or indirect fopaae L on vupward

comgua itcation.



They are information ~ load, mobility
aspiration, nocurihg,lupnﬁ af control., Job
satisfaction, performance cte. which rendered
great influence in conbrolling upward

communlcation of subordinutes. >

(2} Superior characterictics : Jike subordinate
communication five characteristics of

superiors alfected upward informallion flow lIn

organisations.
They are : power /upward influence,
consideration/employers orientalion, information
laod, attitude toward interaction episodes,

performance etc.

(3) Thei superiocr / subordinate relationship =
Following were the unique variables to the

|
superior subordinate relation with regard to
upwérd communication i.o; superior’'s
influence over suhordinatos, role

relationship etc.

(4) Message characteristics : Variables like
perceived relevance Lo superior, message
importance, favourablenans Lo  gubordinate,

7
favourableness to superior. message content

ete.  had been examined by many researchers

with regard to upward communication process.

14
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(5) OStructural characteristics - Quite a great
number of characteristics: appeared to  be
rolated | to the nnhure of npward
mommunlcﬁbion. Theoriliool wril inps and
cmpirical studies suggestced the following
factors i.e; proximity, orpganisational level,
organisational climote/desipn, tectkmology

-etec. were having relstion to the nature of

vd
upward,cémmunication in organisations.
Michael formed that model consisting of all
the above factors which determined +the upward

communication flow in orgsnisalions.

N

This wmodel atbracted a greah many researchers
towards further resenrch on this upward

communication ot larpge.

The model may be prescnted nn ol lows

b e e e e e e 1 U |
! Subordinate ! ! Megsage !
! Choracteristics | - - - - ! Chgractcrlstics !
b e e e t § e e e }
! ! H !
1 /-
VoY ! !~~~—~¥i~*—*~~—~~~»
!} Supervisor/Subordin- ! ; ! Upward
' —~ate Characteristics ! VAR Communication
| 2 U | i e e e e o s st o e S e e e it i e
! Y ! :
n e 1
S | ' L e e e !
' , ! !
! Superior fome f ! Structural !
} Characteristics ! ! Characteristics !
U SO | 1 SO |

‘The above model indicated in the picture

depicted a, bettber underctanding of upward

communication pysLemn could  he acquired by
Superior/Subordinate relationship {partly
determined by indlvidnal characlLeriebios, fs¥a}

impl icd by the dotted lines.
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Katz and Kahn (1970) »aloo  identified the

forms of commmication in the fnllowing way ;

1) -

The su‘r>f)rdi naLes’ problems and thelr
P

performance

About the subordinate pertformance and problem
individually

Organisational polidics and practices.

What and how the needs weroe Lo be done aspect
was the conclusive torm. Bul. Luthans (1977)

added another important form i.e. Feedback on

technical information in organisations.

In other words, several researchers also

pointed out upward conmunication process as

feedback and a response by recelver to
~

sender ‘s message . Feasdbnek could make

communication more dynamic.  As problems

aroused in the formal upward communication

‘

method used to communicate upward.

For that many organisatitons had different

techniques to promote wmore effective upward

communipations-“

1.

Grﬁevance Procedure : This procedure allowed
employees to make an appoeal upward beyond
thpir immediate superior. It encouraged
communication about complaints and protected

individuals from arbitrary action by thelr

superiors.

14
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The open door policy : this rolicy  ouggested
A constant, and open invitation to
subordinates to pul {orth kheiry problems and
views st higher tovel of hierarehy. Buat  in
reality bot@nsubordinateﬁ and hoss knew that

t
the doors are closoed.

Counseling, atbLitude questionnaire, and the

exit interviews : These processes are
(

app#ied by the personal departments in

org#nisations generally to facilitate

J
subordinate~initiated communication. 1f
sincerely attempted these alco could vyield
useful information.

ngticipative Technigques : So far as
organisations are concerncd this technique
had been institutionalised through section 3
of Industg}al Disputes Act which called for
constitut{bn of works commitiee. Both formal
and informal techniqueg might be adopted.
Informal could be in the {form of group

meetings over a coup of tLea, face to face

exchange, etc.

Besides the foremost importance and need for

upward compunication and attompts at this

direction, stitl organisalt.ions area having

difficultiocs in onsuring adeguabtoe depree of tt. It

3 .
is

found from studies that somel imeos superiors did

not encourage for I as it iz not af%ﬂVﬁ rleasure

to listen to subordinato:ss.

19
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Another reason could bHe the instrumental
nature of upward information flow. Cohen (1958)
emphas ised tho "instromental ity of upward
nommunication.“-Thc findings of Hurwitz, Zander,

and Hymovitch (1853) eupported this instrumental
view of communicatlon. Instrumental communication
was considered as a part of orpanisationsl life.
One n%ture of it wapo that plessent metters were
oommunicated to the higher level more likely than
unpleasant matters, failures or difficultiles
encountered in lower life. Though organisational

purpose required a free flow of up and downward

communication to achlieve succen:.

Another study was done by Walker and Guest
(1952) on assembly line workers. The research
révealed thgt’?O% of them initinted communication
with superior less than once per month. Supported
to the above finding Maier, et al , (18681) had
shown that superiors and subordlinates very often
did not agree about priorities they simply don”t
see eye Lo eye on whlch were most and least
important tasks for subordinates.

Besides, some  findings indicated that
informations about which the superior”s interested
to hear were belbter communicated than about those
they did not (Downs, 1967). Empirical findings by
Roberts and Reilly (1978) found that subordinates

satisfied with their ,job were hetter communicators

15

~
A



and better performers than those who were not
involved in the communication process and rather
inefficient persons. Implied by the above
findings upward communicatlon Iin organlsations
were not very effective.

All'the time upward posilive communication is
still dearer because the rewards of the
organisation aften encourago Punjtivu feadback,
rather than accurate feed back (Thompson ; 1967).

On the other hand, pnycholoélcal barriers
develope& between superiors and subordinates found
to be seriously affected the upward communication
process in organisations. Gemmt]{(lQ?O) supported
the abéve finding and pointed out the
psychological factors.

So it ecan be coovncluded that, there are
barriers, inhibiting  the flow of upward

|
comnunication. These may be discussed under the
following heads blocks. For ex; Risk element,
Absence i of Conducive Communication Climate,
Superior s inadequate responses, organisational
_blocks, ptatus, etc.

Finally, an equilibrium betwecn downward and
upward éommunication system moaintained in the

organisations.

HORIZONTAL_ _COMMUNICATION : ‘'The importance of
Horizontal Communication in organisational

communication had been emphasized by many writers

(e:g; Simpéqg/fQﬁQ; Landsberger, 1981; Gtrauss,

-

L

£z )
' e



1962; Lubin and Spray, 1964; Wickesberg, 1968:
Hage, hiken and Marrcett, 1971)Y. 30, 1t was found
to be' the most prevalent tLype of informal
comnunicatlion within orpanicat fon whlch 1o
otherwise known as the lateralﬁcommunicatlon (Babz
and Kahn, 1870:). Conboy (1976} dafined Horizontatl
Communication as “exchange bolween and among
agencies and pesonnel on the same level of  the
orgénisationa%/ chart” . Luthans (1977) suggested
this type aé/anteractive compunication.

Porter (1874) noted three major dimensions for
Horizontal Communicabion process, i.e, (1) Those
occuring among peers within work group; (ii) those
which occuring across maior unite within
organisations and; (iii) those occuring between
line and staff btypes of positions. AllL these tLypes
shared some common featurecs
According bto Downs, pcople are "more prone to
speak freely and openly to their egquals than o
their superiors”. (Down, 1967). 1t tended to be
more informal than vertical communication.

In the year 1974, Goldhabor identlified the
main purposes of Horizontal communication in
organisations. They were;

(a) Géneral system maintenancs functions i.e; (1)
problem solving, (ii) conflict resolution and
{iii) information sharing

{b) Determini;g and planning of interwork task

coordination.

1
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This suggested thal Horizonbal. communication
facilitated differcnt subaystomn of a2 gystem
to function in a coordinated manner to be
effectivn. Thlis findinpg won  found eimlilar
natured to that of Landsharpgoer (1961).

Sehein (1970) hao propoced four guidelines Lo

reduce barriers for Horizontal communication. They

were as followe _;

a.

i
Grqater emphasis should be given on

“Oannisational effectivaness”. Departments
shquld be rewarded separately on their
co%tribution to the whole organisational
efchtiveness.

Rewérds should be given partly on the basin
of help rendered by cach group. So high
interaction circulated between groups to work
on intergroup coordination.

Fréguent rotation ot members within
departments to arise high degree of mutual
upnderstanding and sympathy for one another’s
problem.///, /

Groups were not put to any competition for
reward and rewards might be shared equally
among all the groups. Rather avoidance of any

win-lose situation needed inthe

organigations.



JNFORMAL  COMMUNICATION : (Grapevine)

~
Early in the yeoar (1953) K.Davieo pointed out
that, “there is vo dodpiop the fact that, as o
carrier of news and gonslp among  oxecublives and

supervisors, the Tgrapevine’  often affects the

affairs of wmanagement . Davis (1967) nuggested
that "both formal and  irdormnl  pystemp are
necessary for group sctiviby insh 568 btwo  blades

are essential gb make o scicsor workable’. Both
these éystems of the orgonisation comprised the
social system of a work group. Mouzel (1967) aleo
said that ~almost every organisation has an
informal structure”. This informal line of
communication was known as graopevines.

To think of an organisation without grapevine
was to say of unreality. lmportant findings of
Hawthorne study concerned aboont, theo affect of it
with productivity. But very gften it was observed
as a neglected agpech af organisational
communication.

- Generallg/gragevines originated from the very
"human” nattire of organisatlional membership and so
preople desired to communicate. Blau (1954)
stressed that, “the failure in adequate formal
communication gave rise to the informal
communication or grapevines  and because of
inadequacies, groups also developed in the
organisations”. 8o both organisational structure
and bhuman needs contributed to the emergence of

grapevines.
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Various ostadies proned thal,, a great amount
of discrepancies , over -lap occured in  between
Lhe formal arnd  Lhoe Toaformgl organisationnl

sbructures due Lo gropevines. In this  context
Perrow (1972) sugponted that, orgonisational
experts should tLake into econcideration the above
disorapancies‘ga Important, Lackys. S0, according to
S

him these are two types of individuals who are
crucial in grapevines.

(a) Pprsons who passed it sctively and

(b) PFrsons'who recelved 1t, but did not pass it

a&ong.

Beslides that, grapevines made usa of
organisational communications and the sender added
his own part to the messages. Those were a product
of human needs and situation.

Afterwards, Allen marked the required

circumstances under which grapevines became very

active (A116961977)-
/ ¢

s
-

They are individuals having physical proximity,
situations of organisational excitemept (e.g.
personnel changes), the news type of information
etc. were some of them.

On the other hand, grapevines also served
many useful functions. 1n this context Blau (1954)
outlined some of the useful functions of

grapevines.
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They are :

(i) It maintained much group cohesion and helped
to continue social relationship (Wexley and
Yukl, 1977).

(ii) Grapevines enabled individuals to relieve
anxi?ties about correctness of decisions and
thusfenhanced performance.

(iii) Grapevines made more informations and as a

resu%t enhanced reliable decisions.

But | Wexley and Yukl (1977) pointed out
organisations utilized grapevines when they want
to send messages quickly and to make unofficial
announcements. So the grapevines helped the
organisations to relay information more faster

than other channels.

“ In relation to the above findings, Ruddiph
- Bvan. E. (1973) study presented the operational
patéern of rfgfapevine" communication. Data was
gathered from 124 employees of eight (8) different
organisational levels. Résults indicated that (a)

A curvilinear relation exists both amount of

information received and organisational

level, (b) More informal information flow occured

between and with in them. (c¢) Communication in
downward and horizontal patterns is
greater than upward communication, (d) B0% of -all
informal information was found to be accurate and
(e) Amount of. informal information differs

significantly from group to group. ~



e - /.
RUMOUR : A Rumbur was accepted as an unconfirmed
message or information transmitted along
interpersonal channels. Grapevines provided a lot

of scope for rumours to be spread in the

organisation.

Davis (1967} defined rumours as “grapevines
{

information which is communicated without secure

standards of evidence being present". It was gquite

an impossible task to eliminate rumour from

organisation. As individuals gained form of

satisfaction from spreading rumours.
AN

Rumours are spread orally and very fast. Pool
(1973) p?inted out that rumours are not grossly
unreliable source of information as they turned
out to be, reasonable accurate later on. So formal
structure can never completely determined
communication behaviour in organisations,.
Excessive rumours reflected poor and ineffective
formal channels. So, informal communication will

always exit in the organisations.

BARRIERS|OF COMMUNICATION :

(1) BEQﬁEIlQH : This form referred to the key to
efféctive reception of messages. So “hearing’
of ?he correct meaning of the message, could
be considered as the impourtant media for
effgytive communication. Schneider et al,
(1975) called this process as “emphathetic

listening”.
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Corrolorating  to this finding one  Indian
Author (1970 pointed oub +hot, “Tmpatlent
Pistenlny ocaused g great deal of diJfiemlty  and

Lrouble. 14 caused loss of informatblion. The modern

i
manafers mugt realise thal the average employoe is

apl ;Lo Ltronnfer Lo him the role of a  parent and
hhab. his rolc hase to be played in certain
situnbions. Thoe mere act of communicabing with the
boss relieves tonsion, helpus to remove fesres and

-,

anxieties and restorcy self confldence.

ROLE_OF LANGUAGE : Ac desired by Mr.Willism N.Tome:
(1978}, "Effective Communicabion in on

drganiaatioy, is o fonction of & Lhree-tired
S/

structure consisting of  shared language,

objectives and values” of the three, obviously

shared language is the Jenst npprecisted.

Besides the above deseribed barriers 1o
effective organisationsl communication. M.V.Verms
(1974) added some more points as  the barriers.

They were

a. The Status Relationship = The existed

supervisor- cubordinete rejatlionship, inherent

in an Industrial setunr  tended to check
~

commun bcation. As the subordinates usually

tended to tell boss what is interest to him,

or not to expross their disagreement, at the

shop floor which were unpleasant.



160
b.  SUBJECTLVE PLTFALLS -

1. Emotional Shute : Aﬁ worried employee
might have observed Lhreat in eveﬁythlnﬁ
4 he saw or heared. O {
2.§ Difference in experience and background
! was considereé an a subjective barrier
for communication on the part of the
supervisor.

3. Stereotypes and beliefs : For example; a-
group of workmen found laughing tégéther
by their supervisor might evoke any of
the following reaction depending upon

- the /supervisor’a OwWT st;ereobypesn angd

‘ g
, beljefs. .
{
Like, if he bel teves that hardworké ;
and cheerful atmosphere go hand in hand, vy
! w
he may be happy having happy workmen%{
~ -
A 5 EE-
But if he feels insecure; he " may ST
B - % * oo bt
' L s
conclude that the workmen are laughing Ti¢ ¢
: . . ! g it
at him. . é'l 0
Q ! ;-
T THE TRICRKER OF _WNDS @ Words and ! %
3 7
Y.
phrasese often lead to trouble because- |
i )
P R
L a LIS e
the communicatos and the cmmmunléﬁ%ﬁﬁ‘gi
RRIE T

]

.

G, “é ; '
% v 2 g
R .
vk N

interpreted them dlff&renély.
/ -

i
+

SOURCES @ OF EOMMUNICATION = Tho  acceptanrce wf:

messages are vitally influenced by the credibility

of the | =zource of comounircabioo..



The source 15 based gn two more Ffactors 3 (1)
{ompetent &nd (11) Trust worthinses (Wexley and
Yukl, 1777: Schemayder et.al. 1977). The above
charactevristics are attrarbuted by the receiver to
thie source. CDompexence retered to thez perceived
credibility  to task performance. On  the other
hand. trust torthainess -Nag a personality
character:stics. As Stewart (1963) ohserved that
trust between the sender and the PEPBIVEF affected

the receptions and acceptance.

CHAMNEL OF COMMUNICATION : Beoth the formal and the

informal channels affected communication n
organisations. S0 the messages conveyed through
the formal channels were accepted esasily where as
the messages serd through the informal channels
were paﬁitlvely received and micht not be always

accepted generally.

'

5TATUS pF THE IMDIVIDUAL : An andividual having

bighet ‘p051tion (o status dominated the
communication process and often imposed his
decisions and personal opiniens on  individuals
with luwer status. Whereas an (ndaviduals having

low status was often ainhibited. This view was

supparted by Cohen s study (1258).

INFORMATION OVERLDOAD @ Generally the man at the

top posirtaion in the organisat:onal tadder was

faced with the’%rmblems of infarmation overload.

7

Thus more of wnformation resulted n information

overioad.

16
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i
It} oceoured when the irndividuals and the

organisations were over-whelmed ulrth wnformataidn

than they could effectaively handled. Information
"

over load person created not only 1nefficiency to
himself but also 0¥er load and anefficiency for
cthers {(Shelly and Girlchrast, 1958). Miller (1960)

used ‘fg‘suggest number of ways to deal with  this

problem.

. The individual who was overloaded was given
an assigtanf/ta reduce the load. Gateleeping was
another method. It then amplied the pranciple of
decreased input channel to over-leoad unait was the
best way out. The aqgatebeeps: restricted the
accessibility of certesan recei.er to sources

(Foger, 1972).

FEOM =VALUATION TO EHFEATH? @ Th-= approach helped

dry—uap cammunz catron pricess., Communication
ketaeen two perscons hkecams i fficult when betnh or
ane person omade an esaluatyse anproach, I some
one made a suggestion ant rhs }JGEEHEF responded
by saving ‘Noncence’', or "'Nel Fractical® etec. then

the latter evaluated bhe=sides iryang to understand

the message. Empathy 15 thes fora of perception of

+

an andividual = perzonality. sttaitude. strengths
§

and weakresses.

BUFERISION a8 COMMINTCATUR : Gener ally

supervisors digd nct pum arntErsst to communicete
abpput » organisations peolicy  wher e Lo clrtarify,

ohjectives and problems o7 ths croanisation.
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They opted to zrgue thet they are too busy with
their worb {(1.0. production) . In 1962,
C.F.5wguiera conducted a study sin  an Indian

engaineering firm amd came to the conclusion that
the ;éperviamrz attached 1l1:ittle importance tp
caommunicating ‘rdeguate anformation regardang
manage@ent policy’ . The supsrvisor’'s role an

communication was very important i organisation.

1. ACCEPTED METHODS OF COMMINIICATION RESEARCH

|

Each organisation should conduct a
; A

communication audii to find ount how far

gnformation sent put are understood at all

jevels or blochked. The pfiectiveness of

|

should reveal by this mesthod.

eedback encobraged within the organisation

2. O#INiDN FOLL AND ATTITUDE SURVEY
fhe opinion pll 1 aprlied for aindividual
workers and not fto urzons. It should be
organised hy *aking the consent of the union.
In Indian Industrial situaticn, it should be
- utilised properly as JTrade Unions are useless
herel//as the uwunions do not re%lect the
opinion of individual worker comprehensively.
On the other hand. the attitude survey method
aimed at ascertainaing *he perceptions  and
emotiong aof the msn rather than their

ppanions o partacular rgsues.

3

|
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PERCOMNEL  COUNCELLING @ This methoe has not

been triec outbt in }mdtap Industricse as it
requared  esJaperts to condart and 13 guiet
gupensive  also. It was besh done by experts
=hon  drew  <he maladiusted worber out and
gradually encouraged hxm to finrnd awn

solutions of his problem. “

The American Management Association (AMA) had
suggested these commandments for i1mproving

arganisational communication. They were :

1. To examine the purpote of communication.
2. T understand the physical ard human

environment when communication cccured.

3. Te clarify ideas before to communicate.
4. To consider the content of the message.
o. Others should be consulted to gaive their

[
support before planninyg to communicate.

&. Communication should help the receiver as far
! .
as possible.
7. To communicate messages of short run and long
run amportance wise.
a. Action should fal= congruent with
communication.

2. Efforts should bs directed towards an

effective listener.
. /

The last/ﬁoint required coew more slaborataion
s far as the empirical fTindings were concerned.
Listening could be considered as  the ley to

undercstandaing.
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It 15 saaxd that, "a nerser listermang manages~  will
seldom get an objective view of the functioning of

the organisation.

i
The ' above discussed meihods and emperical

views could be considered the effective medias to

improve organiswational communication processes by

removing! existing barriers that bloct

communicdtion. So. communication in  organisation

'

is very’' vital and contributed heavily to the

sucecess and failure of every human activaity.

-

~
’

1

~
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QRGANLSALIONAY, BEFEECTIVENESS

Early in the yoeoar (192)  Basc nbtated  the
organisational effeclivoness criterio ae
‘profitabllity; employvee Job vatisfnctlion:  valuoe
of organisation +to socicty in general’.  On the
other hand Georgoponlos and Tannenbaum {(1957) pave
somewhat elaborate view no “produactivity; abillity
to adjust to internal and external chanpgeno;
harmony betweég’ organisntional groups. Emincent
Industrial Psoychologisl: 1ilke Friedlandor nrnd
Pickle (1968); Price (1968); Maohoney and Weikzel
(1969);: Mottt (1972); Gihbnon et al, (1973):; Chlild
(1874, 1975) defined orpsvivobional eflocotlvenaess

in terms of profitabilily. productivity and growth

achievement criteris.
Concept of Organisationul Effectiveness :

An  integrated framework can be derived  from
the system-approach to orprmicational amolysis. A
system is a "sct of colements Tstanding in
interrelation among  themselves and with the
environment” (Bertalanffly, 1972). According to
this perspective, organicational activities could
be seen as a cycle consisling of three successive
stages. This cycle ic comnmon Lo all organicatliono.
It begins with the acquisition of necessary inpuls
from the task environment. Onece acquirod, Lhny aro

procesced and then trancformed inko outpobe.

?
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The Lranoformation referred Lo o Lhe throupth
stage; is done by a soclo trnchnical system, (-, 2
combination of peopls with 5 complex patitoern of
relationshipe among thewm. nud bechnolopgy.

The cycle of nctivities of an orponlootion
and its relationship with the environment may

be iliuatrated below :

{Inputs) Orpanisationnl |} 1Out.put.o)
1 1 -~ 1 [ 8¢ 1 ] ]
H H > swvastom P2y H
________ L tthyoughpute 70
"~ 1
1
(] . - — —— 1
€ ¥
——=r=-—-- lnvirenment |<—---——-
This system, theoretic activitien cyecleo,
captured the esuenee of organisational

effectiveness. Later on this cycle -drow the
attention to both the efficiency of an
organisation™s internal mechaniosms and the quality
of 1ts relationships with ewternal groups. Thiso
process took into account the collective intercests
of all the relevant groups. Fxample; At the outbtput
and input stouges it i concerned wilh the

interdependent relationships with external groups

{suppliers, trade unions, share ~ holders,
customers, governmental agencies etc.)}. At the

“through put” stage it dcalt with employees and
technical efficiency.

On the basis of the above proceding analysio,
it was proposed that organisational effectivenens
hade threé dimons}ons mainly: soecial, economic and
behaviour%l (Bass 1852; Fricdlander, and Pickle,

1968; Shepherd. 1975H).

AN ]
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Socinl ~
+ .
Economlic —- - V- -=> Orgoniocabionnd
1
i

t Effcolivincoo

Behavilioural - - ---

According Lo Lthic frame work, on  oflaclive
organisation in one which gives attention Lo oll
systematic processen and falfils a componibhe oot
of social, behavioural and economic criteria. So.
an organisation‘NmusL maintain a  baloneoo, (e
equilibrium among effcctiveness levels in the
three areas. Though L 1l impossible yprachically,
it is significant contrasl Lo the view Lhat  firmeo
may becer effective by marximising resulls in only
the ecénamic sphere. This model above 51
facilitates an assescment of systematle, or  Lotal

performance. This model moy be applied Lo  bolh

profit and non-profit orgonivcations.

Fallure bto balance performance in the  Lhreoeo
dimensions inevitably crentes orgonjaoblional

stralnes.

WWNAI  BEFECTIVERESS -
Traditional rescarchers had detined
effectiveness inters of obhjective organicabional
goals, some have already attempted to define
effectiveness from the subjective view points of
organisational participmbls or const thient o
(Cummings, 1977; Reelow, LY78 3 Pfotfor and
Salancik, 1978; Comnolly. Conlon and Deutsch,
1880; EKanter and Brinkerhoff, 1981 Zammutn,

1982).

ib
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But, recent studies of organisational
effecti%eneeé emphasized the subjectlivity of this

concept.

Goal-based approach of effectiveness are

still #he rule in organisational theory. Hall
i

"{(1980) + and Etzioni {1975:; 135) stated

"Effectiveness as the degree to which an

i
organsiation realizes its goals under a given set

fof \con 1tions‘- At the earliest,. Steers (1977)

T

‘:}:noted that*‘effectiveness is a broad construct,
:Eimplying . gositlve value, that remains

;%}tbepraticaliy.lobscure, but which tends to be

oparationalizeé in the form of organisational goal

- attainment.

~

It was questionable that whether a goal based

;lxapprbach was rgally objective, ag it was difficult
:\ﬁo Bpecify ~organisational goals or intentions
fopdeqtively.ult was suggested that one can analize
" actual policies and procedurea”tq determine an
iorg‘énsiation;s “real”, operative - goals (Perrow,

“1961), but the purpose of organisational policies

and brocedgres is generally ombiguous. Again it

. was not obvious why organisational goals are

'\appropriate criteria of effectiveness. Further

researches stressed on the subjective value

judgements.

1\(\
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CaLpbell, (1977) assumed that subjective

value Judgements are inherent in evalusbion rriel

the question that a wvoelful theory of effrchiveon o

must address in whose volues should counl for  how
much. Traditional goal-bassed approaches  bLypicaitly
failed = +to achieve impartiality becanse (RETS
incorporated a subooaquent, leco reasonable

assumption, that organisslional goals rcflect tihe
coméon valu§§/ of our nubjects. On  thre cenbrary
Keeley, (1980) found thnat organisations need not
entail  shared purposos, but, only shared
activities, which norve the diveroe arul
conflicting purposes of individuals —~.profits for
some, wages for others che. Bo any organsinbional
goal might not reflect the wvalues of gome
subjects and the abbninment of such goal  is

hardly an imparbtial meacure of effectivencss.

Later on, theorists no longer relied on
single-goal measuar e of effectivenesss, like

profitability or productivity. Méﬁy resesarchers
like Van de Ven, 1980: Scobt 1981; IHall 1982:
suggested that organicoglions had multiple and
conflictiné gouals that  represent diverse and
specific interest gronps. Again it wag an
important question of whose goals (values) should
count for how much remaings {Cameron and Whetten,

1983).



Moreover, multiple goal based measures mnay
still misrepresented the velues of particlpante,
bocause oven thooe who sharcd an interest 1in an
organisational outcome might have no common

interest in ite overall level of attainment, as

goal models implied.

Above all, the goal-based approach didn”t
devoid of criticisms. In general, goal-baged
theories were baloed toward the values of
participonts who had thoe most to gain by the
attainment of a gilven goal. This led some
theorists to challenge not only traditional
notions of effectiveness but traditional notion of
organi%ation itself. Besides, the often drawn
distinltion between facts and values? there was a

connection between how to conceptualize a thinpg

and hoﬁ to evaluate it (Taylor31967).

The important challenge to receive views
involved the idea that, organisations were
egotiated interaction systems which were
instruments for the satisfaction of personal
interests on{y. Supporting to this notion were

modelns that stressed organisations as political

coalitions (Mafch, 1962), Games (Allison, 1971)

Competitive areas (Cummings, 1977), marketsas

(Pfeffer and Salancik; 1978), negotiated orders

(Strauss, 1978), and Contracts (Reeley, 10980).

~1
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Shared purpose amonglﬁarticlpants was on
occaslonal fenture requiring emplrlical
sonfirmation. Il wue nobt assomed to be a goal for
the organlisation as a personified entity; it

remained a goal for the organsiation qf natural

persons.

Agalin, ‘ the descriptive credibility of
interactionist modolns had been dé&onntratod in a
number of studies (Dalton, 18595 Allison, 1971;
Farberman, 18975 Storey, 1980) ’intcrmc of
normative implications. These models suggested
that organisations were effective to the extent
that they did, infact safisfied the interests of
the " participating individuals. Typical
interpretationé: in the form of four distinct
theories of effectiveness had been ldentiflcd by

Zammuto, (1982). ‘

'
i
TEY . ¥

: The most important was the
Btrong%y relativistic multiple constituency
approach developeé by Connolly, Conlon and Deutsch
(1980); They suggested that no single statement
about organisational effectiveness is possible nor
desirable. The authors believed that judgements of
effectivenocns lo inévitablu contingent upon which

individuals or groups supplied c¢riteria for

evaluathn. According to Connolly et. al
/

‘/f



Individuale become involved with an organsiation
(as owners, mDaNIgers, employees,  customers,
suppllers, regulstores, cte) for different reasons
ond these reacsons will be reflected in a varilety
of diifqﬁenﬁ evaluations. It appears ocomewhat
arbitrary to label one of these perspectives a
priori as the “correct one” (Connolly, Conlon and
Deutsch, 1980; p.212) . Lateron, this approach
created some critical points qf amhiggitg of
whether there is any non-arbltrary Jjustification
regarding o glven conulLituency’s perspechlve ac
more valid thon another”s. At the pame time,
Connollyt and his colleagues, tend to dismies
attemptsiat Justificatlion by suggesbling that ocach
constituency’s perspective is equally wvalid. On
the other hand it was found true that evaluations
of different constltuencice will genecrally vory
(Pickle and Friedlaonder, 18967). To reach puch o
conclusion an implicit normative premise is
required (Williams, 1972). The premlse relied on
by Connolly, Conlon and Deutsch (1980), along with
most relativists, seemed to be that, it was less
authoritarian, baised, or the like - and it was,
therefore, right to acecept the valldity of

virtually any participant’s Jjudgements.

Again, question aroused on the point that
whether it is really lese biased and thus right,

to acecept the valldity of just about anyoune’s

17:
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judgement  remarding an organisation, 8o, &
relativist might argue, for example, that if
owners prefer higher proiite and workers prefer
better wegse .or working conditions, it makes no
éense tol sBay that one preference ls more deserving

t
than the other.

So, this relativism principle recognizes no
limits on the validity of demands that

organisational participants may place on one

another.

This theory left no path to adopt thorough- --
going relativism for those who actually took part
in administering complex organisations (managers,
regulators, Jjudges etc.) Connolly, Conlon and
Deutsch (1980) recognized that conflicts among
rerspectives were quite common in organisations
and presented serious problems for administrators.
Sti11ll their extreme form of relativism permltted
them to say little about tho means of resolution

and they kept the conflicts unresolved.

DEVELOPMENTAL APPROACH : In response to the
confusion of a strongly relativistic approach,
Zammuto, (1982) advanced an "evolutionary” theory
of effectiveness. This theory was gimilar to that
the relativistic approach In its normative outlook
but differed a bit to develop a direction for

organisational improvement. According to Zammuto

(1982; 83)

17
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“Effectiveness. stems from the ability of an
organisation to satiely changing-references of 1te
constituencies over time”. Apart from this, he
advocated the evai;tibnary "Meta Criterion” which
specified that effective Qerformance incresses Lhe
adaptabllity of the organlsation environment by
changing 'the constraints on performance allowing
Lo sallofy chanping conotituent preferencen”
(Zammuto,IIQBZ, p-82). An effective organisation

then was one which eventually expanded its limits

of what was possible in order to better ~satisfy

participants in long run.

Keeley (1980) argued with this conception
that, the theory was properly classified as a
participant interest view. In other words,
organisatione were not zero-sum games : “should
conflicts among constituent preference‘ aroused,
these should be handled not by subordinating egome
groups or by redislribuling oculcomes smong groups
but expanding imaginatively the range of possible
outcomes 8o as to permit +the satisfaction of
current and emerging preferences which ;as the
hall mark of effectiveness from evaluation any
perspective "Zammuto, 1982, P. 147) As such, this
approach did not go for enough in specificying a
clear criterion of effectiveneuvs

Thurow (1981), provided another argument by
saying that ooeclal systems result in gains for

some congtituents and luceces for others.

17
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But Zammuto s “metacriterion” yielded little
informotion about these changes. The criterion
strongly resembled a paoreto efficlency principle.
But it was not clear whether Zammuto had in mind a
criterion of actual or potential pareto
efficiency. The former lended approval to a social
change on%y if someone was made better off and no
one worse off; the later lended approval to a
change if it increased system potential to make
someone bétter off and no one worse off by glving
hypothetical compensation for any losses. But,
authors }ike Little, 1950:; Rauls, 1971; Thurow,
1981; p.E 219) contended that this pareto like
‘ principle was notoriously inconclusive and 1if

-

someone ?as likely to be made worse off by

i

virtually any large scale social change, "nothing
was (actéally) pareto efficient in the real
world." |

In the final analysis, "the evolutionary
approach did not arise the question of whose
preferences should be satisfied. Rather it was a
‘question of how pre}erences were going to be
satisfied”. (Zammuto 1982; p. 83). ‘

Developmental effectiveness theories allowed
for more variég;lity in participant ends. As
illustrated in Zammuto’s (1982) model, no
constrains, no preferences were imposed; instead, a
rate of organisational or economic developments

sufficient to satisfy both current and emerging

desire wags agssumed.

17
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So conflicts among ends were theoretically avoided
by growths in the benefits of cooperation.
‘Aboveall, this approach emphasised that the
satisfaction of human interest was the basis of
organisational effectiveness, however, it under -
- estimated the probability of codlifion between

the interests of organisational participants.

POWER APPROACH : The most complete statements of a
, powér‘ oriented approach was provided by Pfeffer
and Salancik (1978 ) . The authore began Qith an
interactionist model developed by Cyert and March
(1963) Eand conceptualised organisations as
coalitio&s of self-interested groups or
particip;nte- According to Pfeffer and Salancik,
{1978; p.286) “organisations functioned much like
markets”. From this prespective, they developed a
participant interest theory of organisational
effectiveness in which effectiveness was
multifaceted concept reflecting the preferences of
various interest groups.

.-Pfeffer agd Salancik recognised three
important reaé;ns for assessing organsiationsl
effectiveness. Firstly, to assess organisational
effectiveness  one  must identify relevant
participants considering what resources are
critical to the organisation and who could

possibly provide them.

™ r~y



Secondly; ‘to weigh +the relative power of
participants to control crigieal resources,
thirdly, to determine [the criteria by which
various participants evaluate the organisation and
finally assess__ the i%pact of organisational

4
actions on these weightéd criteria.

Pfeffer and Salancik offered a reasonable
defenee éof the participante” normative position.
They refused the might Makes-right type of
Justification., but stressed that rewarding of
uncommon" skills and material contributions can
increase  organisational capaciiy to provide
benefits for all participants. Thg ultimate
dustifiéation for a power based eystem of
incentives was that to work for everyone’'s
advantage not merely the advantage of the
powerful. Thisljinding was similar to that of the
systems advobated by Adsm Smith, (1937) and
Frederic Taylor, (1911) who stressed thelr
" advantages to even ° the lowest ranks”.

This theory also did not devoid of
limitations on the aspect that participants all
had an interest in organisational survival was
debatable as participants varied in interests
generally. This view wos supported by Hirschman
(1970).

From an impartial view the objectionable
feature of the power approach was that individuals

~
were ultimately granted only instrumental worth.

~1
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Consumers, eméloyees, and other participants took
no importance only 1in so faor as they could
contribute +to or threatened system ;urvival. The
danger was tpat this approach migh§ sanctioned
harsh practices that worked to the organisation”s
advantagé, i.e. sBome individual’s advantage,
butnot to the advantage of all participants which
is a rationale for a power-based incentive system
in the first pvlace. This danger was also present,
when a cpllectiv;zconaequence like organisational‘
goal attainment system survival, revolution ete.
were a@opted as asurrogate for individual
intereetg and the basis of participant value.

Thie theory could not overlook the intrinsic

worth of individual persons.

SQCIAL JUSTICE APPROACH : Zammuto (1982) included
_the ‘theories of Keeley (1978) and House (1980),
both of them build on the ideas of John Rawls
(1971).m§uch theories only e;plicitly applied the
philosophical notions of Justice to the problemap
of/)effectiveneas- According to Rawls  (1971),
Justice and/ef;ectiveness are parallel concepts.
Both represent a primary measure of social Byateﬁ,
value: “Justice 1is the first wvirtue of social
institutions”, Jjust as “effectiveness ia the

ultimate question in any form of organisational

analysis” Hall, 1980; p - b38§).



So, ‘principiea of social justice provide a way of
asslgning rights and duties “in  the basic
institutions of s;ciety and they define  the
appropriate distribution of the benefits and
burdens of social cooperation (Rawls, 1971).
Similarly? "effgcbivenesa of an organisation iz a
Bocio~politiaa1 question” (Pfeffer and Salancilk,
‘19785 P - 11) concerning “"who wants what and how
impcrtant%ia it that the demand be satisfied 7" '
‘Con%eptionz of effectiveness fallglwithin the
‘broad aéppe of social justice” - this was not
often reélized by organisational theorists and
some were uneasy about +the overtly normative
language of justice. (Cormolly, Conlon and ﬁeutsch
(1980). But the connections between the concepts
allow ué to draw upon a long tradition of
philosophical thought.
/,Thie soclal Jjustice theory fall under
" criticism op///the corresponding ideas of
effectiveness, they failed to respect impartially
the basic interests of participants in social
systems (Rawk 1971). As a better understanding of

the meaning of impartiality is to appreciate the

demands of Jjustice. Central to the meaning of

impartiallty: 1is respect for persons (Taylor,
1978). In accordance with the requirement of an

impartial norm for evaluating soclal systemns

(Taylor, 1978) an organisation could be considered .

just or effective to the extent that the basic

~N
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well being of each participant. was given equal

consideration in policy making and
implementation. Equal consideration for the basic
well- being of different persons might infact be
called for differehtial treatment also. Then,
impartiality involved treating ©persons as
equals, in contrast to treating them the same. The
distinction reflected an assumption that some

. fundamental interests of persons (i.e. immunity

from physical attack, access to employment

opportunlties etc.) deserved equal consideration.
Many theorists supported this views by saying
that ‘principles of Justice expressing this

priority'includes Benn's (1867: p - 76) principle

of equal of consideration of interests which '

"provides for the satisfaction of interests in

order of urgency, every individual’e claim being -

4

other wiael equal”. Rawls”™ (1971) difference

principle, , which provides for maximising . fhe
-expectatlions of the least advantaged participants
in a social aystem; amd Keeley’'s (1978)
minimiza%ion of regret principle, which provides
for minimising the dissatisfaction of +the most
regretful Q;ganiaational participants. This
approach ignored the variability of participants
ends, 'ﬁid not guarantee impartiality. These
theorists provided general direction for
organisational improvement that fitted many of our

normative inbui}iona.

’
-
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Three views were considered by theorists and
researchere for all the above dieéugaed theories.
According to collaborative views, “theories like
single goal effectiveness theories, classical
“"utilitarian éﬁg, treated conflicts among
participant enfis as unproblematic or at best, as
of secondary importance”. For example, in
traditional single-goal models of organisational
effectiveness a profit-maximazation view, 1t 1is
assumed that participants Ghﬁred very specific
ends and non conflicting interests in higher,
overall levels of goal attainment. These
assumptions were empirically credible only in
special cases, i.e. in small business or pressure
groups ete; extending there assumptions to more
complex organisations discounted legitimate
interests in opposing outcomes.

On the other hand, collaborative views
treated, the problem of conflicting participant
ends mofe‘éeriously. Theorles like, soclal Justice

" approach Qére evaluated on the basis of how fairly
the Interests of participants were balanced and
satisfied.

This% theory shared with utilitarianism ghe
assumption that participants had only the most
general end in common, namely subj;ctive welfare
(Sen, 19?9) incontrast to wutilitarinism, this

general %nd wag seen to pose important conflicts

‘over its éistribution.
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Individu;ls prefered more rather than less welfare
for themselveé, though not necessarily for their
social system as a whole. This .theory rather
displayed greater impartiality by allowing for
mofe variablility in preferences for specific
outcomes.

/ Besides Mpﬁé above views, many philosophers
put emphasis on "Minimizing harm” effect through a
harm-based theoretlical view. This view suggested
that, “no persons should be subjected to serious
harm by organisations in less controversial and
potentially more impartial than other principles.
Many philosopher.s noted that people are very
different in what they aim for in social life, but
very much alike in what they aim to av;id or find
harmful (Baijier, 1958; Walkins 1963; Popper, 1968)
Associated harms generated by organisations could
include industrial injuries, disecases from use of

products or exposure of by -—products, fraud,

employment discrimination, to name a few. There, -

3

.is also a considerable societal consensus on the

4
1

Beriousnéss of such harms (Maler and Short, 1982),"
. | L

and, as a matter of Justice, everyone is entitled

to avoid them. There is also an importanﬁf

aaymmetr¥ between organisational harm production

" and ' goéd production. The principle of harm
i

minimization suggested, finally that

Organisapionally produced harm was worth doing
i
somethinj about. It did not require people to be

concerned only with avoiding harm.

t
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Indeed any criterion of organisational

effectiveness was hardly the sum and substance of

”

virtue fo? individual persons. It allowed

individuals to persue a variety of personal goals

and positive ‘ideals of excellence. Theorists 1like
Fried (1978), also gave contradictory views
against this theory.

Finally, Connolly, Conlon and Deutsch (1980)
related this view with the relativistic approach
by saying that the prevalence of systematic harm,
however, means that one’s options are noé limited
to bias or relativism in evaluating organsiations.
1f one is truely concerned with thq\welfare of all
constituents with the organisation as a whole,
there 1is good reason to look beyond positive

outcomes in theory.

MAJQRw,CQNQEEIQAL*wERAMEHQBK : A large number of
conceptual frameworks were available in the field

of ortganisational effectiveness. Only five of

18

them cpuld be considered from the effectiveness .

point of wview. As these five were frequently
refered to in the organsiational literature.

Acicordmg to Argyris (1962), “‘organisations

.. were efkective if they were able to increase their

outputs! with constant or decreasing inputs over

the period of time. In general, if the output was
more in: relation to input, at any given period of

time, the organsiation was said to be effective”’.



v M

This definition 'was épplied in three areas :
‘achieving objetctives, maintaining the internal
system and adobting to the external environment.
So, effectiveness wis the relationship bptween the

outpgta in these three areas over the inputs or

energy used to perform these activities.

Effectiveness in the area of maintenance of

internal systems was‘defiﬁed interms of people
hired or trained over +the resources used to
perform these acti@itiea- In the third core area -
adopting to the external enviroﬁment effectiveness
was defined in a similar manner. The nore
favourable the company - government ~€elationship
could be achieved with the same or decreasing
‘resources, the greater the effectivenesé in this
‘core area.

The aécond frame work was being given by the

‘ .
eminent organisational psychologistse Katz and

Kahn. ' They defined effectiveness interms of two

~ components - efficliency - and political

effectivenéss, the greater the organisational
;1effect. Eéficiency devoted how much of an input
"’gmerges as;a product and how muéh obgorbed by the
- pystem. . Pglitifcal efficiency was concerned with
:the short £erm)maximization of the return to the
| organisation USy having transactions with various
outside agéﬁcies and groups, also with members of
the organisation as well. Gaining mateirals at an

advantageous price through bargaining tactics was

leading to favourable legislation.
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Thue political effectiveness increased short ‘run
profitability and could provide greater survival
and growth apportunities through adaptability to
the envirénment.

Tﬁir'ly, Seashore and Yuchman defined
effective;ess in terms of its bargaining position.
Effectiveness could be assessed in terms of how
well - the organisation ' could exploit its

environment for acquiring scarce and valued

resources-- The bargaining position refered to the

ability of the organisation to acquire respurces. |

Energy in the form of human activities was also a
:resouibe. It was scarce, valued and universally
_ required by all organisations. Other such
‘universal resources included physical éacilitieB;

technology for the érganisationjs activities, and

some commodity such as money.

So, maximization of bargaining position’ and

vk

procurement of resources were the two key elements -

'

in increqsing effectiveness. The autﬁor made the

distinction between the capacity of exploiting the’

‘environment and the idea of an optimum point in
actually transacting with the environment. As it
was Indicated that, drawing too mugh from the
environment could lead to depletion of resources
and to organisational ineffectiveness.

Fourtﬁ framework was stated by Mohr who

discussed the concept of goal by refering to

outcomes referents, and constraints.

38
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The emphasis on organisational effectiveness its
determinants, and 1its meaaurément wasg quite
marginal. The goal concept was, however, important
that, it provided the criteria for assessment. So,
Mohr refefred to an intent to achieve some outcome
whose direct referent was elther the organisation
itself as an institution or some aspect of the
organieation‘a environment.

Lastipu§ not the least, James L.Price (1968)
reviewed i fifty studies and developed
organisational- Effectiveness, a monograéh that
had explained variations in organisational
Effectiveness. Effectiveness was explained interms
of the dééree to which the éoal had beenh achieved.
Things like morale, conformity, adaptiveness, etc.
- were viewed as indicators of effectiveness. In =

-

) S
subsequent paper, price suggested the dilstinction

1‘between efficiency and effectiveness. The above

- five important conceptual frameworks did not
provide comprehensive views of organlisational
' effectiveness.

Firstly, these frameworks failed to explain
precisély' the procegées of input, transformation
and outcome which were the essential ingredients
of organsiational effectiveness.

Secondly, these frameworks did not sharply
define and distinguish between efficiency and

effectiveness. ~
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Thirdly, the conceptual framework did not
clearly specify internal and external determinants
of effectiveness. Besides, that, there was no real
specification of +the role of environment in
determining ‘organisational effectiveness in

particular.

Ly, L4 1
i

Oréanigations were considered effective if
relevant constraints could be satisfied and to the
degree ihat organisational results approximated or
exceeded a set of referents for multiple outcomes.

Constraints appeared in organisations as
policy statements or decision rulesg governing
behgyiour. Statements i.e. maintaining market
share and pqpéént, maintaining quality,not doing
business in %oreign countries requiring political
kickbacks etc. Fallure to meet constraints
represented a state of organisational
effectiveness.

“Outcomes” refered to the desired end
states or goals. Bothe outcomes and constraints
were considered for measuring effectiveness.
Organisational constraints and outcomes, however,
differed in two respects. The important

distinction was that outcome may or may not

18

approximate a referent where as censtraints must be

satisfied as a necessary condition for

organisational effectiveness.

[
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So, deéree of organsiational effectiveness could
be aaaessea by the degree to which results of an
outcome (e.g., sales) approximated or exceeded
referent.

“Referents” were the standard’s against which

constraints/,énd outcomes were evaluated. The
actual results ﬁﬁen compared to these referents
provided a measure of organisational
effectiveness. Referents could be classified as
internal 6r extefnal, static or dynamic to the
organisation. Internal referents were unique to
the given organipational which external referents
refered to standards based on information from
other organisations. On the other hgnd, a statici
referent refered to a particular point in time,
the dynamic concerned rate of change over time.

So, evaluating organisational effectiveness
was a complex process since multiple constraints
and outcomes must be specified. It was highly | o
unlikeéy "that one could evaluate effectiveness ‘
with a single criterion. For-each constraint or

‘ ;
outcomé multivle referents might be assigned.“
Thorndike, (1949:; p.121) proved that “in practice,’
" the c?mplete _ultimate criterion is rarely, 1if,
ever, évailable for use in psychological research.
Simila;ly, Brogden and Taylor (1950) had also
suggesped the combination of varied criteria into
a sinzle measure of profitas versus costs to the

organigation. A bunch of researchers approved the

use of multiple criterion.



To mention only a few studies as examples. We can
refer té stuaies done by Ewart, Seashore and
Tiffin, (1941); Rush (1953); Grant (1955); Stark
(1959); 'Seashore, Indik and Georgopulos (1960);
Forehand (19@?5; Ronan (1963); Schutz and Siegel
(1964); Wiley (1964):;: Sefgel and Pfeiffer (1985);
and Kirchner (1966). Almost all of them reported
multidimensionality of criteria.

So, the task in evaluating effectiveness was
of comparing actual results with the referents
imbedded in the constraints or relevant outcomes.
It was also a relative activity. Mainly as proved
by researchers, when several dimensions are
involved, several sets of criteria or composites

will be requirad:

CLASSIFICATION OF CRITERIA :

The: dictionary (Funk and Wagnalls, 1963)
defingd ‘a criterion as a "standard or rule by
which a(?udgement can be made”. In organisational
psychology, it has come to mean predicted measure

for Jjudging the effectiveness of organisations,

i

o personsa: predictore of behaviour, results and

i ——
organieétional effectiveness.

‘Thé criteria can be defined into  three

-

‘ ‘dimensi?nal - frame work basing on the findings of

: literatﬁret The first dimension was “the time span

‘,;'pavered‘,)aecond was the degree of specificity of

_ the. criterion (as related to the aspect of
multidimensionality), the third was the closeness

to organisational goals.
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191
(1) TIME SPAN COVERED : Criterion measures could

be obtained either very soon after actual on-the-
Job behgviour occur or many years afterwards. The
same ‘criterion/peasure could involve different
behaviours and abilities at different times. It
had been long gnown {Kornhauger, 1823; Blankenship
and Taylor, 1938; McGehee, 1948; Smith and Gold,
1956) that performagcé” early in the learning
period didn’t necesgarily correlate highly with
perforgance later. More recent studies
substantiated those findings (Ghiselli and ., Haire,
1960; Baés, 1962; Prien, 1966; Mackinney, 1967)"
This time span dimension has implications for the
prediction of criterion measures. Changes in the
short run situation e.g. bonus for ;ttendance,
could be expected to be reflected ;hly in such
short-term behaviours as absences and tardiness,
and not necessarily in-long term job satisfaction
(e.g. pro@otion)- There should be a match between
X_the time %pap (i.e. manipulation or a predictor to

the time span of criterion measure).

‘_‘SEEQIEiQIIX -+ Criteria varied also in their

1

Tl | ,
3fﬁspecificipy‘generality- Some might refered to very
3;_Bpeeific aspects of behaviours (or effectivenesd)

fﬂbn}:the 5obfwwhere as others gave a SummArYy
:hjesﬁimate. $ﬁe#@ultidimensionality of criteria will
fﬂ;Pq;relevavt;hfre.~Beaidea, the time span, criteria
_ircouid"di%fer:in‘the specificity with which they
fq'fefered fo descriptions of preformance versus to

global estimates.



~

(Flanagon, 1954; Brogden and Taylor, 1950). There
were implications for predictiag and manipulation.
Since thesg were mulbiple factors causing change
in general performunce, change 1in a single
variable could not be expected bto have much effect

on a general criterion.

CLOSENESS TO ORGANISATIONAL GOALS : Most important
in clasgifying criteria was the dimension that
‘concerneg "the closeness of the decisions in
relation§ to organisational and societal goals;
Organisational goals such as economlc stability,
growth, | flexibility and societal goals such ab
contribu;ion toward individual welljbeing and
growth ieconumic and social vitality of  the
community, and general productivity were the kinds
of  goals towardwhich our efforts were directed.

But, all these above were not taken into

'f\consideratiép as dependent variables in which

a— g

'finééstigatorg/yére interested. | ‘

Duel_téj certain limitation e.g. lack . of
sufficien£ financial support to the investigators
Jfor these types of investigation was one importaﬁt

reason. For that organisations and soclety were

deprived of long term projecte and favoured shnrt~

term project evaluation which might “pay off"

gooner.
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So, mainly this dimension involved, first,
the combination of specific human behaviour into
generallizations about results (l.e. ratinge or
summary persomnel statistics, Gulon, 1961), and
second, the combination of a number of these
' generalizations  to evaluate their impact on
organis%tions individuals, or society. Both the
above steps involved much more problems. The step
from re?ulta to organis ational effectiveness was
also l]rge- If results which were not really
'.importa;t to organisational goals were given
weightaée' to make adjustment then the criterion
was coﬁtaminated. But, if relevant aspecte were
omitted, the criterion was deficient (Ghiselll and
Brown, 1955). ‘

Beéides, only a small portion of the research
had been concerned with the - industrial problems
for practical reasons to a large extent.

/‘ Consideg;ﬁé the drawbacks of the above
mentioned c;iterion, researchers puﬁ emphasis on
the direct observation of behaviours of tﬁe
individuals. As the criteria were seldom proved to
rbe actugl records of behaviour, the behaviour
"slab"” was not heavily represented. In this
context, early in the year 1949 Flanagan
established a critical incidents technique, 1n
which specific Jjob behaviours, critical to
satisfactory or unsatisfactory performance were

elicited by interviews of superiors, subordinates,

and co-workers. ~

1
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Then they were tronslated Into a check 1list of
behaviours actually observed and these incidents
could be summed wup to obtain an overall
evaluation. This technique wae proved +to ‘be
especially wuseful with personnel on whom a large
number of incidents could be observed.

Later researchers like Kirchner and Dunnetté
(1957) ﬁgve used critical incidents  with
favourable results among others. Another example
of criterion measurement on the behaviour was the
interesting technique of Whitlock, €louse and
Spencer, (1963) in which observers tallied
accident behaviours, or unsafe performances. They
reported high reliabillity for accident data but a
relativély low correlation with actu;l injuries.
Thg records of actual Job  behoaviours  were
considered important before +the process of
gelectiye . recall by many researchers. They

emphaaised on three important approaches of the

‘f"observation of actual behaviours.

(1) One approach was to ask observere to
;irecord %tleaat sketchy notes on their obeervatilons
ffgon the]aob, expectlng them merely to note a date
_;Vand» aoma -reminder of the incident with some
:T'generallzations (Smith and Kendall, 1963). The Jjob
:Clanecdote file suggested by Guion (1965) ie similar
: xwith the above approach.

(2) The second approach was to place a
speéial observer into the situation with no duty

except to observe and record.

<
d

I

194



199

The observer had to bchave as if a participant
having no difference from any. other worker
(McGehee and Owen, 1940). The use of an observer.
greatly imporved the quality of the observed data
but was costly and might disrupt the customary
activities of the people being observed.

(3) The third approach was to take the person
being rated the job to a special situation. It had
been used successfully for evaluating « proficiency
in maintenance checking (Besnard and Briggs, 1987){
in which '‘no difference was obgerved in eTTors -
between the simualator and the  operational
equipment i groups. This technique showed
ksignifican% relationships to ratings from higher
management . (Mever, 1970). 1t was a promiéing type
of criteri?n at the managerial level. So it can be
marked téat, valid ratings or evaluation of the

\”meaning of so-called objective or “hard” criteria
%ﬁiqannot be? Adg without careful observation.
;;aig :; The resulté contained two sets of criteria.:
,j‘f(%)j gtthgq“hard" criteria obtained from

N «
i ¢

j:forganisat;onal “ records such as absences rate and

A

fﬂﬁlturnover,,?and'(ii) the "soft” criteria obtained
o ' [H :

‘(‘from subjective ratings such as job satisfaction.
.- HARD CRITERIA :

(1) Tardiness :1t was a shortterm specific
~ ecriterion. 1Its short term characteristics were

- §
" emphasized by one of the very few studies using

tardiness as a criteriaon. (Mueser, 1953).



~function

" goals.

(2) Abseqces : Absences could be measured in
a mumber of different ways. Many.studies showed

the relationship of saboences with the ceriterion

measure.’ Abesences of Lhe individoeal in the
organisation may be for many reasons. Kerr,
Koppelmeir, and Sullivan {1951 found a

correlation of ~.44 between unexcused absences and
Job satisfaction, while total abeoences correlated
-51 with job satisfaction. Metzner and Mann,
(1953) also found frequency of absence superior as
a criteéion to the actual days lost. House and
Taylor '(1962) reported that the total absence
frequency was the most reliable absence measure.
Many sbtudies also indicated the . affect of
eituatio?al factors on the rate of absences.
Behrend ;(1953) pointed out that absence rate was

affected by labour marked conditions at the +time.

Stark (}959) pointed out that absences might be a

api factors beyond the control by

maqagera{ On the other hand, Argyle, Gardner, and

‘{Cioffi (1958) noted that" absenteeism was not.
related to either turnover or pro, ductivity {(using

53Adepartmenta .as the units of analysie). Bo, this

critepia. of absence should not be expected to

—

‘relate cloesely with the long term organisational

' Accidents : Gbiselli and Brown (1955; p. 344)

pointed out that accidents measure was not

important +to some organisational goals.
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As the problem was that, most accidants were
beyond any person’s control. Accidents statistics
based on group data were more reliable. In this
context, Danliels and Edgerton (1954) validated
ratings by superior against the percent of damaged
vehicles in gctor units, and found a significant
relationship. But Ronan (1963) showed
contradictory findings from the above results. The
problem of the base for accident flgures was less
than th%t for absence figures. So, accidents were

relatively immediate, specific results.
Turnoveﬂ : Turnover was related to the alternative

job openings that were available (Behrend, 1959;
!

Tiffin .and Pholan, 1853; Stark, 1959y and might
;Eiireflect§faptors~beyond the control of mgnagement.
Tf ﬁlt"wasizapparently not related to abagncea, but
“‘?eiated;‘ﬁp; productivity (Argyle, Gardner; and
;;EiCioffi,j;igﬁB)- It should be considered important
Qbeqause ;éi;:ita obvious relationship to costs,

¥ returns land -to organisational goals.
S aE L, ‘ .-

. ) i ; " ;
"+ SALES- :, ‘Rush (1953) found factors -in Fifteen
A oo AN

ﬂi“ scales, measuring sales knowledge and performance

s

:ip diffgient ways, three of those involved
cdifferentjmeasures of sales.

i Studies of differences of groups showed good

- re}iabili@& of measures of pgroup turnover and

sales produpt{;ity per men (Weltz and Nuckolas,

1953). This criterion generally would appear to be

a fairly long-term and fairly general.



ERODUCTION : Many researchers proved that @ireot
measures ’of' output would seem to be closeét to
organieational goals and a most desirable cfitgria
to be used. They were short term .and moderately
general.

Time study of the jobs most precede the
setting of standard rates of production, it must
include some rating of the effort and skill of the
person who is observed and timed \ZKricg; 1962).
The rating was rife with errors of rating (Argyle,

'Gardnerj and Ciotti, 1958; Lifson, 1953; Ryan
1947). iThese errors were perhaps one reason for
which éeqoids'of production had not proven to be
as' popu}ar for criterion purposes as was once

_hoped (§chultz and Siegel, 1961).

ooy ———

;:

i

"+ .JOB_LEVEL AND PROMOTIONS : Promotion as. a vilid

. Pyt .
:Qgcriteria‘Was limited by the fact that many factors

other phan performance might affect promotions.

$

i.e, Political expediency, . organisational

w;rstguctuna;'labour market conditions,; etc. Actually

¥ i
eyfjas&,peré;the research findings in organisational
L v Howr Toa

:aituatign, promotions were frequently not based on
\;performancei evaluation, rather other informal
avaluations‘ might reflect many situational

factoras. (Campbell, Dunnette, Lawler and Weick

1970).

" SALARY - Early/in the vear 1924, Bingham and Davis
. 0 / "'

and Gifford (1928) used salary as a criterion. The

recognition of the importance of years on the job

appeared explicitly somewhat later.

-~
N
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Jaques (1961). examined, for a number of employees,
their salary gains and compubed'lines of best fit
for persouns starting at a given initial level.
Relationship betlween obLtanied curves and
extrapolated curves were found impressive. Years
seem Lo be reclated curvilinearly necarly to gains
in salary, but more importantly, the relationship
seems{l::b;fedictable. He suggested that, it. took =a

major change in job level to break +the steady

normal progression of salary with age. Since many

factors like internal politics, etc. . besldes
individual ° meritmight influence salary this
oriterio; represented a long-term, global result.

§ .
SQEI__QBiIERLA = It is clear that the -above
describe? hard criteria invlolved some objective
componenka- Human judgements entered into every

: criter@oh from productivity to salary increases.

J*Menit ratings as well as evaluation of causes,

i

‘“‘involvedg also a subjective evaluation. In this

. process ,some common errors existed. Here many -

rating  procedures developed to reduce these
errors.

| There were mainly three types of errors 1i.e.
(1)  Common epyor,’(ii) Distribution error, and
(i11) Inter;cégrelational errors.

Besides that, rating scales could be

classified along each of the dimension proposed‘

for criteria and scales could be constructed to

fit any of the cells discussed.
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They could bé directed toward very short or very
long time spans and used only to estimate overall
rerformance. They could be directed toward
behaviour or toward organisational ;Qals.

The. effectiveness of an  organisational

depends to_the extent it satisfies organisational

goals inﬁerm& of criteria.
;
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