Human Resource Development (HRM-627) VU
Lesson 1

INTRODUCTION TO HUMAN RESOURCE DEVELOPMENT

The achievement of sustained and equitable development remains the greatest challenge facing the human race.
Despite good progress over the past generation, more than 1 billion people still live in acute poverty and suffer
grossly inadequate access to the resources-education, health services, infrastructure , land and credit-required to
give them a chance of a better life. The essential task of development is to provide opportunities so that these
people and hundreds of millions not much better off, can reach their potential.

World Bank, 1992

The wortld has progressed in many unique ways and directions in the last three decades. It has developed
technologically, economically and industrially. It is also richer in terms of human capabilities, facilities and
quality of living. Improvements in education, communication, technology and markets have made the world a
global village. People live longer today, are better informed, can communicate with one another across the
wortld and therefore carry on economic, professional, educational, social and other activities with ease. These
decades of development indicate the vast potential for creating a world of order, security and well-being;

The developments of the last three decades also indicate that while remarkable progress has been made in a
number of directions, the fruits of development have not benefited the world’s growing number of poor
people. And where some benefits have reached the poor, new problems are appeating in the form of
deteriorating social fabric and environmental degradation.

The world faces two major development challenges. The first is to ensure that the fruits of development reach
the neediest through equitable distribution of resources, opportunities and benefits. The second is to develop
human capabilities and address the challenges of development - political, economic and social. The few
countries that have been able to meet both these challenges have demonstrated the importance of investing in
developing people and improving the quality of their life through the adoption of human resource
development strategies.

THE CONTEXT AND THE NEED FOR HUMAN RESOURCE DEVELOPMENT

Today, there is practically no government or international agency that does not see the importance of human
resource development. The World Bank; the United Nations and its constituent bodies include UNDDP,
UNIDO, WHO, ILO, UNICEF, UNESCO, UNFPA, UNESCAP; regional bodies like ASEAN and SAARC;
the South Commission; the Commonwealth Secretariat; international non-government organizations(NGO’s);
and bilateral aid agencies, all recognize the need for , and the importance of, human resoutrce development. The
components and dimensions of human resource development which they perceive as being of strategic
importance at a given point of time, for a given country or a group of countries, may vary, but the focus is
uniform.

The context for the renewed emphasis on human resource development is significant. The structural
adjustments programmers adopted in a number of countries have brought home the vulnerability of human
development variables. The linkages between investments in human development programmes and economic
development have become sharper. There have been major international developments-such as the opening of
global markets, the increased market orientation of economies and the restructuring in socialist countries-which
have given rise to an increased competition, forcing developing countries to produce and market quality
products at competitive prices. At the same time a range of concerns, including environmental issues, the
changing role of women, the new information culture and demands for liberalization and democracy, are
influencing policy and practice.

The knowledge base surrounding human resource development is increasing rapidly, within government and
agencies. It is an area where there are many pressing demands. These demands have to be balanced. Resources
have to be found, frontiers agreed upon and strategies formulated. These are issues with which policy makers,
planners, decision makers, sectoral planners and government managers have to contend.

This course attempts to provide insights into the strategic importance of investments in developing people,
methods of doing the same, strategic choices that need to be made in developing people in terms of the
categories of people to be targeted, processes that could be used for effective implementation of human
resource development policies and programmes, and the sectoral points of attention which are critical for
development.

The course focuses particularly on the developing countries and their human resource development goals,
policies and implementation strategies. In doing so it gives particular attention to both the question of
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developing human competencies for economic and technological development and to the issue of equitable
distribution of resources, opportunities and benefits to improve the quality of life. The course thus sees human
resource development as both a means and an end itself.

The Concept and its Dimensions

People make things happen. If people have to make things happen, they need a set of ‘circumstances’ to make
them happen. However, it is the people that create ‘circumstances’ that can help them and others to make
things happen. HRD is the process of enabling people to make things happen. It deals both with the process of
competency development in people and creation of conditions (through public policy, programmes and other
interventions) to help people apply these competencies for their own benefit and for that of others. There are
many things included and implied in such a definition of HRD. These are now briefly explained.

Competencies and Benefits

Competencies may include knowledge, skills, attitudes and values. The competencies also may deal with any
field: agriculture, industry, science, technology, management, various professions (like medicine, law,
engineering and teaching), politics, public administration, home science, cooking, labour, telecommunications,
research and tourism. The capabilities may be developed in individuals, and communities or collectives. The
competencies may be simple, like learning the alphabets, or complex, involving high technology applications
relating to medicine, space, telecommunications, defense, environment, etc. the competencies so developed
could ‘enable’ people to act and improve their own lives and those of others. Through such an enabling process
people can create more alternatives for themselves and for others and increase their choices. The above
definition also emphasizes the purpose of HRD as benefiting people, the individual, group or the community
of which the individual is a member. Such benefits may be in terms of basic needs and welfare including a
decent living or high level comforts, leisure and self actualizing opportunities.

The individual or the group should perceive these benefits as benefits. Thus increased income or purchasing
power may be a benefit for some, while freedom to choose one’s representative in the political system and
freedom of expression may be benefits for others. Thus what is the beneficial depends on the time, group and
other circumstances, and may keep changing

HUMAN DEVELOPMENT AND HUMAN RESOURCE DEVELOPMENT

Some agencies and individual writers have made a distinction between human resource development and
human development. For some, human development is a much larger and all-encompassing concept, while
HRD is limited to the skill development and knowledge acquisitions often demanded by organizations for
employment purposes. They take a limited view of HRD and attribute it as relevant to personnel management
practices of the organized sector. Such a distinction, however, is slowly disappearing with the realization that
the broadness and all-inclusive nature of the concept of HRD depend on the context in which it is used. For
example, it may have somewhat restricted meaning when used in an organizational context, though even in an
organizational context there is evidence of it being used in the same sense as human development (Silvera,
1990; Pareck and Rao, 1981). However, there seems to be a convergence of the needs and priorities set out by
various national governments, international agencies and experts in this area, whether they use the term human
development or human resource development. The main objection raised by a few to the term human resource
development is that it is a narrower concept and it connotes more of skill development. Another objection,
rather a mild one, is that the word ‘resource’ somehow seems to imply that human beings are treated like
material and other resources and as ‘instruments’ of development rather than the beneficiaties of development .
The differences are more linguistic than conceptual and seem to depend more on the region or affiliation. Thus
those associated with the UNESCAP, ILO, CIDA, Commonwealth Secretariat and other agencies seem to
prefer the term human resource development and the UNDP prefers human development. In the recent past,
even UNDP has indicated a broad meaning it is giving to the term HRD within the context of human
development. It defines HRD as referring to those

Policies and programmes that support and sustain equitable opportunities for continning acquisition and application of skills,
knowledge and competencies which promote individnal antonomy and are mutually beneficial to individuals, the community and the
larger environment of which they are a part{ UNDP, BPPE, 1991, p.19).
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DIMENSIONS OF DEVELOPMENT

Implied in the above conceptualization of HRD are the main facets of development of people including their
physical, intellectual, emotional, social, moral, political, spiritual and all other forms of development. People
cannot function or make things happen unless they are physically well developed, healthy and free from
disease. Thus food, nutrition and freedom from disease become important. People need to earn their food and
living by working for it. They need to engage themselves in productive activities for which again a combination
of both physical development and intellectual development are important. Intellectual development comes
through the process of education and socialization. Social development involves developing the ability to live as
a member of the society or a group and contribute to it, at the same time deriving benefits from it. The need of
coexistence of all human beings makes this development imperative. Political development ensures human
dignity through freedom of expression, democratic participation and an opportunity to influence things that is
turn influence the individual’s living. Moral and spiritual development is required to bring order, discipline and
peace into life and ensure that one person’s comfort does not become his neighbor’s poison. Thus all forms of
development of people can be included in the definition of HRD.

Targets of Development

Such a definition of HRD implies that people may be developed individually, or as groups, or as communities
and collectives. When an individual acquires capabilities, they enable the individual to make things happen.
However, societies are much more than individuals. They are required to function as groups and for historic
reasons they may also be grouped into collectives - for example, the poor or the landless are a collective of
people who are poor and without land; some of them may organize themselves to form action groups.

Human resource development also looks at the process of developing such groups and collectives to function
better or transform themselves by acquiring new competencies. Although such competencies are acquired by
individuals, there are competencies which apply only to a group. For example, the ability of a group to ensure
that credit is available to its members from a rural bank and that the individuals repay the loan as per the
understanding. Thus HRD focuses not only on the development of individuals but also on the collectives.

The target groups for development can be many: doctors, politicians, businessmen, civil servants, fieldworkers,
teachers, voluntary workers, rural leaders, farmers, unemployed youth, scientists, engineers, slum-dwellers,
children, girls, illiterates, women, labor (skilled and unskilled), primary school goers, university students, etc. the
target groups can be classified on the basis of their age, sex, current socio-economic status, past deprivation,
profession, occupation, etc. some of these groups have well-developed HRD systems or mechanisms that are
already in operation as a part of their respective sectors and/or government intervention. The teachers in most
countries, for example, have a good system of preparing themselves for their roles and continuously updating
their competencies. So are the other professionals like doctors and managers. Their efficiency and effectiveness
could be improved through sectoral interventions, as well-stabilized sectoral institutions, departments and/or
ministries exist to ensure their development and bring it in line with the needs of the country.

Some of the groups in a country have a strategic significance due to the multiplier effect their development has
on others. Women and gitls form one such group which is important because of the multiplier effect they have
on the development of others through families. Women and girls have been found to influence the education
and the well being of the entire family. Groups which have been deprived for a long time due to external
factors are another important group for equity considerations. Similarly, unemployed youth and the poor also
are important target groups - the youth, for the role they play in building the future of any nation, and the poor,
for the impact they can have on the economy once they develop besides equity consideration. Development of
the poor becomes a critical step for ensuring a sound economic development.

In summary, HRD should be treated as an integrated concept. It deals with the development of all people and
is not limited to any one section or sector. It is important and equally critical for all sectors wherever people are
involved and are required to make things happen. It is needed for all groups, but particularly the
underprivileged; it is needed for the unemployed, underemployed, the employed and the self-employed; it is
needed by the politicians, bureaucrats and intellectuals to play their roles better and more effectively; it is
needed for running the governments effectively, for improving the effectiveness of various agencies and their
services; it is needed for NGOs to be effective and play a strategic role; it is needed for mobilizing resources,
community participation and involvement; it is needed for ensuring economic, scientific and technological
development of nations; it is needed to ensure that people leave a healthy place of living for future generations.

As discussed earlier in this hand-out, HRD encompasses two major undertakings; the inculcation of
competencies and capabilities in individuals, groups and communities and, creation of conditions through
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various mechanisms to help them apply these acquired competencies and capabilities, the first part of this
course therefore, deal with understanding of human beings as individuals and, the second part revolves around
different interventions, policies and programs required to create optimal conditions so that the benefits of

HRD become far-reaching and long-lasting for the whole community.
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Lesson 2

FOUNDATIONS OF HUMAN BEHAVIOR

You might be aware of the fact that people differ in their attitudes and behavior. For instance, you interact daily
with people who have different types of personalities. And haven’t you seen family members or friends behave
in ways that prompted you to wonder: Why did they do that? Effective human beings need to understand
behavior and this handout introduces several psychological factors that influence behavior. It is to be noted
that the context of this handout is that of employee-management and hence various behavioral theories and
their implications are studded with examples from the organized sector.

THE ICEBERG OF HUMAN BEHAVIOR

One of the biggest challenges in understanding human behavior is that it addresses issues that aren’t obvious.
Like an iceberg, behavior has a small visible dimension and a much larger hidden portion. What we see when
we look at people is their visible aspects: actions, attitudes, speech, acts, dress, language used, gait, etc. But
under the surface are other elements that we need to understand — elements that influence how people behave
they way they do and how they work. As we shall see, behavior provides us with considerable insights into
these important, but hidden, aspects of human beings.

Attitudes

Attitudes are evaluative statements — either favorable or unfavorable — concerning objects, people, or events.
They reflect how an individual feels about something. When a person says, “I like my job,” he or she is
expressing an attitude about work.

To better understand the concept of attitudes, we should look at an attitude as made up of three components:
cognition, affect, and behavior. The cognitive component of an attitude is made up of the beliefs, opinions,
knowledge, or information held by a person. The belief that “discrimination is wrong” illustrates cognition. The
affective component of an attitude is the emotional or feeling part of an attitude. Using our eatlier example, this
component would be reflected by the statement, “I don’t like Ali because he discriminates against women”.
Finally, affect can lead to behavioral outcomes. The bebavioral component of an attitude refers to an intention to
behave in a certain way toward someone or something. To continue our example, I might choose to avoid Ali
because of my feelings about him. Looking at attitudes as being made up of three components — cognition,
affect, and behavior — helps show the complexity of attitudes. But for the sake of clarity, keep in mind that the
term attitude usually refers only to the affective component.

Attitudes and Consistency

Did you ever notice that people change what they say so it doesn’t contradict what they do? Perhaps a friend of
yours has repeatedly argued that she thinks joining a sorority is an important part of college life, but then she
goes through rush and doesn’t get accepted. All of a sudden, she’s saying that she thinks sororities are dumb
and sorority life isn’t all that it’s cracked up to be.

Research has generally concluded that people seek consistency among their attitudes and between their
attitudes and behavior. This means that individuals try to reconcile differing attitudes and align their attitudes
and behavior so they appear rational and consistent. When there is an inconsistency, individuals will take steps
to make it consistent either by altering the attitudes or the behavior or by developing a rationalization for the
inconsistency.

For example, a campus recruiter for R & S Company, who visits college campuses, identifies qualified job
candidates, and sells them on the advantage of R & S as a good place to work, would experience conflict if he
personally believed that R & S had poor working conditions and few opportunities of promotion. This recruiter
could, over time, find his attitudes towards R & S becoming more positive. He may, in effect, convince himself
by continually articulating the merits of working for the company. Another alternative is that the recruiter could
become openly negative about R & S and the opportunities within the company for prospective applicants. The
original enthusiasm that the recruiter might have shown would dwindle, probably to be replaced by cynicism
towards the company. Finally, the recruiter might acknowledge that R & S is an undesirable place to work but,
as a professional recruiter, realize that his obligation is to present the positive aspects of working for the
company. He might further rationalize that no workplace is perfect and that his job is not to present both sides
of the issue but to present a favorable picture of the company.
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Personality

Some people are quiet and passive; others are loud and aggressive. When we describe people using terms such
as quiet, passive, loud, aggressive, ambitions, extroverted, loyal, tense, or sociable, we’re categorizing them in terms of
personality traits. An individual’s personality is the unique combination of the psychological traits we use to
describe that person.

Personality Traits

How would you describe your personality? There are dozens of personality traits you could use; for instance,
aggressive, shy, ambitious, loyal and lazy. Over the years, researchers have attempted to focus specifically on
which traits would lead to identifying one’s personality. Two of the most widely recognized efforts include the
Myers-Briggs Type indicator and the five factor model of personality.

Myers-Briggs Type Indicator: Personality assessment tests are commonly used to reveal an individual’s
personality traits. One of the most popular personality tests is the Myer-Briggs Type Indicator (MBTTI). It
consists of more than a hundred questions that ask people how they usually act or feel in different situations.
The way you respond to these questions puts you at one end or another of four dimensions:

1. Social interactions: Extrovert or Introvert (E or I). An extrovert is someone who is outgoing,
dominant, and often aggressive and who wants to change the world. Extroverts need a work
environment that is varied and action oriented, that lets them be with others, and that gives them a
variety of experiences. An individual who’s shy and withdrawn and focuses on understanding the
world is described as an introvert. Introverts prefer a work environment that is quiet and
concentrated, that lets them be alone, and that gives them a chance to explore in depth a limited set
of experiences.

2. Preference for gathering data: Sensing or Intuitive (S or N). Sensing types dislike new problems unless
there are standard ways to solve them; they like an established routine, have a high need for
closure, show patience with routine details, and tend be good at precise work. On the other hand,
intuitive types are individuals who like solving new problems, dislike doing the same thing over and
over again, jump to conclusions, are impatient with routine details, and dislike taking time for
precision.

3. Preference for decision making: Feeling or Thinking (F or T). Individuals who are feeling type are aware
of other people and their feelings, like harmony, need occasional praise, dislike telling people
unpleasant things, tend to be sympathetic, and relate well to most people. Thinking type are
unemotional and uninterested in people’s feelings, like analysis and putting things into logical order,
are able to reprimand people and fire them when necessary, may seem hard-hearted, and tend to
relate well only to other thinking types.

4. Style of making decision: Perceptive or Judgmental (P or J). Perceptive types are curious, spontaneous,
flexible, adaptable, and tolerant. They focus on starting a task, postpone decisions, and want to find
out all about the task before starting it. Judgmental types are decisive, good planners, purposeful,
and exacting. They focus on completing a task, make decisions quickly, and want only the
information necessary to get a task done.

Combining these preferences provide descriptions of 16 personality types.

It is said that these personality types influence the way people interact and solve problems. For instance, if your
boss is an intuitive type and you’re sensing type, you’ll gather information in different ways. An intuitive type
prefers gut reactions, whereas a sensor prefers facts. To work well with your boss, you would have to present
more than just facts about a situation and bring out how you feel about it. The MBTT has been used to help
managers select employees who are well matched to certain types of jobs. All in all, The MBTI can be a useful
tool for understanding personality and predicting people’s behavior.
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The Big-Five Model of Personality

Although the MBTT is very popular, it suffers from one major criticism. It lacks evidence to support its validity.
That same criticism cannot be applied to the five-factor model of personality, more often called the big-five
model. The big-five personality traits are:

1. Extraversion: The degree to which one is sociable, talkative, and assertive.
Agreeableness: The degree to which someone is good natured, cooperative, and trusting,.

3. Conscientiousness: The degree to which someone is responsible, dependable, persistent, and
achievement oriented.

4. Emotional stability: The degree to which someone is calm, enthusiastic, and secure (positive)or tense,
nervous, depressed, and insecure (negative).

5. Openness to experience: The degree to which someone is imaginative, artistically sensitive, and
intellectual.

The big five provide more than just a personality framework. Research has shown that important relationship
exist between these personality dimensions and job performance. For example, one study examined five
categories of occupations: professionals (such as engineers, architects, and attorneys), police managers, salespeople, and
semiskilled and skilled employees. Job performance was defined in terms of employee performance ratings, training
competence, and personnel data such as salary level. The result of the study showed that conscientiousness
predicted job performance for all five occupational groups. Predictions for the other personality dimensions
depended on the situation and on the occupational group. For example, extroversion predicted performance in
managerial and sales positions — occupations in which high social interaction is necessary. Openness to
experience was found to be important in predicting training competency. Ironically, emotional security wasn’t
positively related to job performance. Although one might expect calm and secure workers to perform better
than nervous ones, that wasn’t the case. Perhaps that result is the function of the likelihood that emotionally
stable workers often keep their jobs while emotionally unstable workers often do not. Given that all the people
who participated in the study were employed, the variance on that dimension was small and insignificant.

Emotional Intelligence

Research into the area of emotional intelligence has offered some new insights into personality. Emotional
intelligence (EI) is an assortment of non-cognitive skills, capabilities, and competencies that influence a
person’s ability to succeed in coping with environmental demands and pressures. It’s composed of five
dimensions:

Self-awareness: The ability to be aware of what you’re feeling
Self-management: ~ The ability to manage one’s own emotions and impulses
Self-motivation: The ability to persist in the face of setbacks and failures
Empathy: The ability to sense how others are feeling

Social skills: The ability to handle the emotions of others.

EI has been shown to be positively related to job performance at all levels. For instance, one study looked at
the characteristics of Bell Lab engineers who were rated as stars of their peers. The researchers concluded that
stars were better at relating to others. That is, it was EI, not academic intelligence that characterized high
performers. A second study of Air Force recruiter generated similar findings. Top-performing recruiters
exhibited high levels of EI. What can we conclude from these results? EI appears to be especially relevant to
success in jobs that demand a high degtree of social interaction.

Predicting behavior from personality traits
Five personality traits have proved to be the most powerful in explaining individual behavior in organizations.
They are locus of control, Machiavellianism, self-esteem, self- monitoring, and risk propensity.

Locus of control: Some people believe that they control their own fate. Others see themselves as pawns,
believing that what happens to them in their lives is due to luck or chance. The locus of control in the first case
is internal; these people believe that they control their own destiny. The locus of control in the second case is
external; these people believe that their lives are controlled by outside forces. Research evidence indicates that
employees who rate high on externality are less satisfied with their jobs, more alienated from the work setting,
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and less involved in their jobs than are those who are high on internality. A manager might also expect
externals to blame a poor performance evaluation on their boss’s prejudice, their co-workers, or other events
outside their control; internals would explain in terms of their own actions.

Machiavellianism: The second characteristic is called Machiavellianism (Mach) named after Niccolo
Machiavelli, who wrote in the 16 century on how to gain and manipulate power. An individual who is high in
Machiavellianism is pragmatic, maintains emotional distance, and believes that ends can justify means. “If it
works, use it” is consistent with a high Mach perspective. Do high Machs make good employees? That depends
on the type of job and whether you consider ethical factors in evaluating performance. In jobs that require
bargaining kills (such as a purchasing manager) or that have substantial rewards for winning (such as a
salesperson working on commission), high Machs are productive. In jobs in which ends do not justify the
means or that lack absolute measure of performance, it’s difficult to predict the performance of high Machs.

Self-Esteem: People differ in the degree to which they like or dislike themselves. This trait is called self-
esteem. The research on self-esteem (SE), offers some interesting insights into the study of human behavior.
For example, self-esteem is directly related to expectations for success. High SEs believe that they posses the
ability they need in order to succeed at work. They will take more risk in job selection and are more likely to
choose unconventional jobs than are people with low self-esteem.

The most common finding on self-esteem is that low SEs are more susceptible to external influence than are
high SEs. Low SEs are dependent on receiving positive evaluation from others. As a result, they are more likely
to seek approval from other and are more prone to conform to the beliefs and behaviors of those they respect
than are high SEs. Low SEs will tend to be concerned with pleasing others and, therefore, will be less likely to
take unpopular stands than are high SEs.

Not surprisingly, self-esteem has also been found to be related to job satisfaction. A number of studies confirm
that high SEs are more satisfied with their jobs than are low SEs.

Self-Monitoring: Another personnel trait that has received increased attention is called self-monitoring. It
refers to an individual’s ability to adjust his or her behavior to external, situational factors. Individuals high in
self-monitoring show considerable adaptability in adjusting their behavior. They’re highly sensitive to external
cues and can behave differently in different situations. High self-monitors are capable of presenting striking
contradictions between their personnel persona and their private selves. Low self-monitors cannot adjust their
behavior. They tend to display their true dispositions and attitudes in every situation, and there’s high
behavioral consistency between who they are and what they do.

Research on self-monitoring is fairly new; thus, predictions are hard to make. However, preliminary evidence
suggests that high self-monitors pay closer attention to the behavior of others and are more flexible than are
low self-monitors. We might also hypothesize that high self-monitors are successful in managerial positions
that requite them to play multiple, and even contradictory, roles. The high self-monitor is capable of putting on
different ‘faces’ for the audience.

Risk Taking: People differ in their willingness to take chances. Differences in the propensity to assume or to
avoid risk have been shown to affect how long it takes managers to make a decision and how much
information they require before making their choice. For instance, in one study, a group of managers worked
on simulated exercises that required them to make hiring decisions. High risk-taking managers took less time to
make decisions and used less information in making their choices than did low risk-taking managers.
Interestingly, the decision accuracy of the two groups was the same. To maximize organizational effectiveness,
managers should try to align employee risk-taking propensity with specific job demands. For instance, high
risk-propensity may lead to effective performance for a commodities trader in brokerage firm because this type
of job demands rapid decision making. On the other hand, high risk-taking propensity might prove a major
obstacle to accountants auditing financial statements.
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Lesson 3

PERCEPTION

Perception is a process by which individuals give meaning to their environment by organizing and interpreting
their sensory impressions. Research on perception consistently demonstrates that individuals may look at the
same thing yet perceive it differently. One manager, for instance, can interpret the fact that her assistant
regularly takes several days to make important decisions as evidence that the assistant is slow, disorganized, and
afraid to make decisions. Another manager with the same assistant might interpret the same tendency as
evidence that the assistant is thoughtful, thorough, and deliberate. The first manger would probably evaluate
her assistant negatively; the second manager would probably evaluate the person positively. The point is that
none of us sees reality. We interpret what we see and call it reality. And, of course, as the example shows, we
behave according to our perception.

FACTORS THAT INFLUENCE PERCEPTION

How do we explain the fact that people can perceive the same thing differently? A number of factors act to
shape and sometimes distort perception. These factors can reside in the perceiver; in the object, or target, being
perceived; or in the context of the situation in which perception occurs.

The Perceiver: when an individual looks at a target and attempts to interpret what he or she sees, the
individual personal characteristics will heavily influence the interpretation. These personal characteristics
include attitudes, personality, motives, interests, expetiences and expectations.

The Target: the characteristics of the target being observed can also affect what’s perceived. Loud people are
more likely than quiet people to be noticed in a group. So, too, are extremely attractive or unattractive
individuals. Because targets aren’t looked at in isolation, the relationship of a target to its background also
influences perception, as does our tendency to group close things and similar things together.

The Situation: the context in which we see objects or events is also important. The time at which an object or
event is seen can influence attention, as can location, light, heat, color, and any number of other situational
factors.

Attribution Theory

Much of the research on perception is directed at inanimate objects. Managers, though, are more concerned
with people. Our discussion of perception, therefore, should focus on how we perceive people.

Our perception of people differ from our perceptions of inanimate objects because we make inferences about
the behaviors of people that we don’t make about objects. Objects don’t have beliefs, motives, or intensions;
people do. The result is that when we observe an individuals behavior, we try to develop explanations of why
they behave in certain ways. Our perception and judgment of a person’s action, therefore, will be significantly
influenced by assumptions we make about the person.

Attribution theory was developed to explain how we judge people differently depending on the meaning we
attribute to a given behavior. Basically, the theory suggests that when we observe an individual’s behavior, we
attempt to determine whether it was internally or externally caused. Internally caused behaviors are those that
are believed to be under the personal control of the individual. Externally caused behavior results from outside
factors; that is, the person is forced into the behavior by the situation. The determination, however, depends on
three factors: distinctiveness, consensus, and consistency.

Distinctiveness refers to whether an individual displays a behavior in many situations or whether it’s particular
to one situation. Is the employee who arrives late today the same person that some employees are complaining
is a ‘good-off?’

What we want to know is whether this behavior is unusual. If it’s unusual, the observer is likely to attribute the
behavior to external forces, something beyond the control of the person. However, if the behavior isn’t
unusual, it will probably be judged as internal.

If everyone who’s faced with a similar situation responds in the same way, we can say the behavior shows
consensus. A tardy employee’s behavior would meet this criterion if all employees who took the same route to
work were also late. From an attribution perspective, if consensus is high, you’re likely to give an external
attribution to the employee’s tardiness; that is, some outside factor — maybe road construction or a traffic
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accident — caused the behavior. However, if other employees who come the same way to work made it on time,
you would conclude that the cause of the late behavior was internal.

Finally, an observer looks for consistency in a person’s actions. Does the person engage in the behaviors
regularly and consistently? Does the person respond the same way over time? Coming in 10 minutes late for
work isn’t perceived in the same way if, for one employee, it represents an unusual case (she hasn’t been late in
months), while for another employee, it’s part of a routine pattern (she’s late two or three times every week).
The more consistent the behavior, the more the observer is inclined to attribute it to internal causes.

One of the most interesting findings from the attribution theory is that are errors or biases that distort
attribution. For instance, there’s substantial evidence to support the fact that when we make judgments about
the behavior of other people, we have a tendency to underestimate the influence of external factors and to
overestimate the influence of internal or personal factors. This tendency is called the fundamental attribution
error and can explain why a sales manager may be prone to attribute the poor performance of her sales
representative to laziness rather than to the innovative product line introduced by a competitor. There’s also a
tendency for individuals to attribute their own success to internal factors such as ability or effort while putting
the blame for performance failure on external factors such as luck. This tendency is called self-serving bias and
suggests that feedback provided to employees in performance reviews will be predictably distorted by them
depending on whether it’s positive or negative.

Shortcuts Frequently Used in Judging Others

We use a number of shortcuts when we judge others. Perceiving and interpreting what others do is a lot of
work. As a result, individuals develop techniques for making the task more manageable. These techniques are
frequently valuable; they let us make accurate perceptions rapidly and provide valid data for making predictions.
However, they aren’t perfect. They can and do let us get into trouble. An understanding of these shortcuts can
be helpful for recognizing when they can result in significant distortions.

Individuals cannot assimilate all they observe, so they engage in selectivity. They take in bits and pieces of the
vast amounts of stimuli bombarding their senses. These bits and pieces aren’t chosen randomly; they are
selectively chosen depending on the interests, background, experience, and attitudes of the observer. Selective
perception allows us to “speed read” others but not without the risk of being inaccurate.

It’s easy to judge others if we assume that they’re similar to us. In assumed similarity, or the “like me” effect,
the observer’s perception of others is influenced more by the observer’s own characteristics than by those of
the person observed. For example, if you want challenges and responsibilities in your job, you’ll assume that
others want the same. People who assume that others are like them can, of course, be right, but most of the
time they’re wrong,.

When we judge someone on the basis of our perception of a group he or she is part of, we’re using the
shortcut called stereotyping. For instance, “married people are more stable employees than single persons” and
“union people expect something for nothing” are examples of stereotyping. To a degree that a stereotype is
based on fact, it may produce accurate judgments. However, many stereotypes have no foundation in fact. In
such cases, stereotyping distorts judgment.

When we form a general impression about a person on the basis of a single characteristic, such as intelligence,
sociability, or appearance, we’re being influenced by the halo effect. This effect frequently occurs when
students evaluate their classroom instructor. Students may isolate a single trait such as enthusiasm and allow
their entire evaluation to be slanted by the perception of this one trait. An instructor may be quiet, assured,
knowledgeable, and highly qualified, but if his classroom teaching style lacks enthusiasm, he might be rated
lower on a number of other characteristics.
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Lesson 4
INTRINSIC MOTIVATION

Abstract: This theoretical paper studies and proposes to explore further the dispositional causes of intrinsic
motivation and, therefore, contributes to both personality as well as motivational literature. Because of its
relatively longer history, during which it has endured many tests, Big Five Framework is proposed to map the
construct personality. The paper probes into the etiology of one of the most powerful forms of motivation, the
intrinsic motivation (IM) or engaging in a task for its engagement value. Three elements, cognition; affect and,
values are identified as the basis of an intrinsically motivated behavior. These three elements are used in
developing the dynamics of link between personality and intrinsic motivation. On the basis of theoretical
discussions and various empirical evidences provided, five propositions, linking the five factors of Big Five
Model with propensity for intrinsic motivation, are suggested. The need for developing more reliable,
generalize-able and, valid measures of intrinsic motivation is stressed for future researchers so that the two
constructs of personality and intrinsic motivation are studied more objectively with more empirical evidence at
hand.

DISPOSITIONAL CAUSES OF INTRINSIC MOTIVATION

Introduction

In the past ten to fifteen years extensive work has been carried out in exploring the link of construct personality
with other constructs like job performance, job satisfaction, work values, psychological contracts, emotions
and, cognition. Link of personality with intrinsic motivation exists, but there is paucity of literature exploring
the link from a multi faceted perspective. This theoretical paper is an attempt to review the literature for
exploring the relationship between personality and operational zed forms of intrinsic motivation, such as job
satisfaction and emotions, at individual levels, and to synthesize and integrate these explorations and to
formulate a comprehensive model providing a mechanism through which these different facets of motivation
link up with personality providing deeper insights into the anatomy of overall relation between the two
constructs.

Raja et al. (2002), in presenting their model considering how personality affects the formation of psychological
contracts, find it “surprising to note that although the distinctly personal nature of psychological contracts
suggest a pivotal role for personality, most research has looked at situational, rather than personal determinants
of contract formation, breach and, violation.” Intrinsic motivation also has a distinctive personal and inherent
nature and as such the role of personality in its development and sustainability cannot be overlooked.

This paper explores the basis of the constructs personality (from the perspective of Big Five Model) and
intrinsic motivation and suggests a link-up through theoretical and empirical evidence presented step by step
and presenting specific arguments for the five suggested propositions.

The Construct: PERSONALITY

In our day-to-day life almost all of us make a conscious or at least subconscious assessment about other fellow
human beings: everyone is different. And different in neatly all conceivable ways, different in appearance, voice,
body language, habits, attitudes, behaviors, preferences and, the list goes on and on. These differences are
boundless and whether they remain insignificant and unnoticeable by others (Goldberg, 1990), they still are
there and with the changing global work practices, the impact of these differences or diversity is assuming all
the more importance. Whatever the history and outcome of these personal differences may be, one common
element accountable for these differences is our personality.

Personality theory has been an integral part of psychology and is basically concerned with framing and
evaluating models of human nature (Hogan, 1991) and for the past 25 years or so many theories and
frameworks of personality have been put forward. In this paper I will be following personality from the context
of Big Five Model or the Five Factor Model (FFM). But before coming to the FFM, let’s first come to terms
with the concept of personality and the traits on which it is based.

Hogan (1991) defines personality at two levels; one which is open to others or public aspect and another,
internal or private level, where personality is referred to as “structures, dynamics, processes, and propensities
inside a person that explain why he or she behaves in a characteristic way.” Personality, therefore, encompasses
both the public and private aspects of our behavior.
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Traits, corresponding to two aspects of personality, also operate at two levels; on the one hand trait refers to
recurring regularities or trends in a person’s behavior and on the other hand, trait also denotes psychological
features, attitudes, emotions, and ways of perceiving and thinking, the ways that exist inside a person and
explain the recurring tendencies in a person’s behavior (Hogan, 1991). In short, traits are the stylistic
consistencies exhibited by individuals in their social behaviors or broadly referring to stable and consistent ways
of thinking, feeling, or acting exhibited by individuals (Judge, Locke & Durham, 1997). It is, however,
important to note that researchers acknowledge the major value of traits lying not in their usefulness in
predicting specific behaviors, but in their value as predictors of aggregated behavior, that is, of behavior in the
longer run averaged over many situations, occasions, and responses (Epstein & O’Brien, 1985).

Why Choose Big Five Framework?

Big Five Framework has a reasonably long history to its credit and has endured many a tests imposed on it by
personality researchers, and the recent verdict on FFM by Funder (2001) is that it is,” “latitude and longitude”
along which any new personality construct should be routinely mapped.

Sir Francis Galton was probably among the first scientists to recognize explicitly the fundamental lexical
hypothesis, meaning that most important individual differences in human behavior can be encoded as single
terms in some or all of the world’s languages (Goldberg, 1990). Galton (1884) is known to have come up with
full one thousand words expressing human character. Thurstone, a pioneer in the development of factor
analysis, later on in 1934, developed a list of sixty adjectives for describing people. It was the application of
factor analysis on these sixty adjectives that identified five factors as we know them today. By19306, the
personality taxonomy of Raymond B. Cattell. Allport and Odbert, catalogued about 18,000 such terms.
Personality researchers have utilized two prominent systems for naming the five factors, one derived from the
lexical tradition and one from the questionnaire tradition (McCrae & John, 1992). Many writers take Norman’s
(1963) annunciation of an “adequate taxonomy of personality attributes” derived from Cattell’s reduction of
natural language trait terms as the formal beginning of the FFM, and the factor numbers and names Norman
chose — I: Extraversion or Surgency; 1I: Agreeableness; 11I: Conscientiousness; 1V: Emotional Stability; and V:
Culture — are often used to this day. Peabody and Goldberg (1989) have noted that the order in which these
factors emerged roughly parallels their representation among English language trait items in the dictionaty.

The second tradition that led to the modern FFM comes from the analysis of questionnaires, and particularly
from the work of H.J. Eysenck, who identified Extraversion (E) and Neuroticism (N) as major components of
psychological tests.

The five factor model so obtained was later reaffirmed by Fiske (1949) and Tupes and Christal (1961). It was
later corroborated in four subsequent studies by Borgatta (1964), Hakel (1974), Norman (1963) and, Smith
(1967). Borgatta’s findings are considered especially noteworthy because he obtained five stable factors across
five methods of data gathering. Norman’s work is also especially significant because his labels (Extraversion,
Emotional Stability, Agreeableness, Conscientiousness, and Culture) are used commonly in the literature and
have been referred to, subsequently, as “Norman’s Big Five” or simply as the “Big Five” (Batrick & Mount,
1991).

This nomenclature and taxonomy development is a major achievement of the FFM as one of the difficulties
with personality studies previously conducted is that they lacked a coherent and uniform taxonomy resulting in
a wide variety of personality traits being measured, utilizing a mixture of different types of methodologies. The
emergence of the Big Five personality model has been widely accepted as a valid and reasonably generalized
taxonomy for personality structure and has been used by numerous researchers as a framework to explore the
criterion-related validity of personality in relation to job performance and other industrial settings (Clarke &
Robertson, 2005). Research in the recent years has demonstrated the generalizability of FFM and the Big Five
personality marker studies conducted in New Zealand showed great similarity with US findings in terms of
their relation to job satisfaction and contextual performance criteria (Guenole & Chernyshenko, 2005). This is a
major advantage of using the FFM as it provides the opportunity for integrating commonalities among diverse
approaches to personality, and hence making the Big Five particulatly useful for cumulating results across
studies (Bono & Judge, 2004).

Digman reported in 1990 that, “in the past 10 years, the views of many personality psychologists have
converged regarding the structure and concepts of personality. Generally, researchers agree that there are five
robust factors of personality which can serve as a meaningful taxonomy for classifying personality attributes”.
There are many work area and fields in industrial and organizational psychology where FFM has been put to
rigorous tests. One such area is job performance and job satisfaction where numerous studies and meta-
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analyses during the past 15 years (Barrick & Mount, 1991; Judge, Locke & Durham, 1997; Witt, Burke, Barrick
& Mount, 2002; Judge & Mount, 2002; Barrick, Stewart & Piotroweski, 2002; Judge, Heller & Mount, 2002;
Judge & Llies, 2003; Thoresen, Bradley, Bliese & Thoresen, 2004) have not only confirmed the dispositional
impact on performance and satisfaction, but have also, repeatedly confirmed the validity and applicability of the
FEFM across different occupations, job situations and with varying samples.

In more recent times researchers have linked up FFM with more diverse fields. FFM has been linked with
accident propensities in occupational and non occupational settings (Clatke & Robertson, 2005), longevity and
health behavior in a study involving US presidents, from Washington to Nixon (McCaan, 2005), cross-cultural
investigation of work values (Furnham, Petrides, Tsaousis, Pappas & Garrod, 2005; Aluja & Garcia, 2004),
adult attachment and job mobility (Van Vianen, Feij, Krauz & Taris, 2003), general mental ability and career
success (Judge & Higgins, 1999), formation and violation of psychological contracts (Raja, Ntalianis & Johns,
2002), transformational and transactional leadership (Bono & Judge, 2004) etc. FFM has also withstood the
demands imposed on it through testing its measuring instruments and their validity and reliability. Guenole and
Chernyshenko (2005) found FFM to be generalizable across cultutres in their study on Big Five personality
markers and evaluation of its criterion validity. Similarly Bernard, Walsh & Mills (2005) reported their findings
in Counseling & Clinical Psychology Journal about the comparative validity of various measures of five factors.

In short the empirical status of FFM shows evidence of comprehensiveness. In the words of McCrae & John
(1992),” Amelang and Borkenau (1982) collected both self-reports and peer ratings on a set of German
adjective trait rating scales, and self-reports on a diverse set of personality inventories. Five factors were found
in each data set which showed some similarities to the standard five.” McCrae and Costa (1985 & 1987)
showed convergence for all five factors across both observers and instruments. McCrae & John (1992) also
report similar findings by Goldberg (1989), Ostendort (1990), and Trapnell and Wiggins (1990). Similarly, the
subsequent research on questionnaire measures, such as, Hogan Personality Inventory (HPI) and NEO
Personality Inventory confirm the comprehensiveness of the FFM.

THE OUTCOME OF FIVE FACTOR MODEL

I will now turn to the heart of this paper by formulating profiles of the five components of the FFM. I will use
Goldberg’s (1990) approach of developing two poles for each of the component so that a clear picture of the
whole continuum emerges.

I. Extraversion
According Raja, Ntalianis & John (2002), “extraversion is one of the most widely researched personality traits
from the Big Five personality taxonomy” (Borgatta, 1964; Goldberg, 1990; Hakel, 1974, McCrae & Costa,
1989; Norman, 1963). They also assert that, “according to Hogan (1983) ambition and sociability are the two
primary components that synthesize extraversion. However, more recent research has illustrated that
extraversion is a multifaceted dimension synthesized by several other components” (Watson & Clark, 1997).
Bono & Judge (2004) point out the other components formulating extraversion when they report Depue and
Collins (1999) arguing that, “extraversion is composed of two central components, affiliation (having and
valuing warm personal relationships) and agency (being socially dominant, assertive, and influential). Positive
emotionality is at the core of extraversion — extraverts experience and express positive emotions.”
The following bipolar list of narrow or specific traits provides a description of extraversion: (The traits under
positive pole are those which are exhibited by individuals high on extraversion whereas those under negative
pole are the ones shown by individuals low on extraversion, not the traditional connotations associated with
the words positive and negative).

Positive Pole of Extraversion

e Sociable e High sensation seekers e Vanity

e  Gregarious e Experiencing  positive e Sensuality

e Assertive emotions (PA) e Lower level of vigilance

e Talkative e Spirit e More liable to be involved in
e Active e Spontaneity accidents

e Energetic e Boisterousness e Decrement in performance
e FEnthusiastic e Conceit under monotonous conditions
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Negative Pole of Extraversion

e Lethargy e Unfriendliness e Un aggressive
e Aloofness e Reserved e  DPassive

e Silence e Shy e  Pessimist

e  Modesty e Inhibited

II. Agreeableness

Individuals high in agreeableness basically value affiliation and avoid conflict (Bono & Judge, 2004). As the
name of the factor suggests, these individuals are generally easy to get along and are quite friendly. One of their
basic trait is flexibility; their ability to adapt and adjust in different situations and circumstances. That is
probably the reason why agreeableness has also been named as friendliness, social conformity and more
recently as likeability (Noller, Law & Comrey, 1987). According to Raja et al. agreeableness, in the context of
psychological contract formation, “refers to preference for interpersonal relationships and social interactions
that are socially desirable. In contrast to extraverts, agreeables are flexible and generous and do not have a high
desire for economic rewards and status (Costa & McCrae, 1992; Goldberg, 1990). They are adept at problem
solving and uninclined to engage in conflict and acts of hostility. Agreeables themselves feel more secure when
they act as team rather than individual players (Antonioni, 1998). They are ready to give up their personal
interests to satisfy the concerns of other parties (Rahim, 1992). Its high levels are associated with dependency,
passivity, and symptoms of excessive conformity. Less vigilant, will have lower expectations, greater desire for
stability, security and relationships”.

Positive Pole of Agreeableness

e Courteous e Appreciative e Trust, compliance & altruism
e  Flexible e Generous e Friendly compliance

e Trusting e Kind e Having Humane aspect of
o Good natured e  Sympathetic humanity

e Cooperative e DPleasant *  Amiability

e Forgiving e Not defensive ® Moral

e Soft hearted e Easy to get along e Warm

e Tolerant e Tactful * Natural

Negative Pole of Agreeableness

e Hostility e Opver critical e Stubborn
e Indifference to others e Antagonist e Distrusting
e Self-centered e Dogmatic e Selfish
e Spiteful e Belligerent e (Callous
e Jealous e Bossy e Cunning
e Hostile noncompliance e Rude e Prejudiced
e Vindictive e Cruel e Unfriendly
e Il humor e Pompous e Volatile
e Disdainful e Irritable e Stinging

e Thoughtless
ITI. Conscientiousness

Conscientious people are described as organized, reliable, hardworking, determined, self-disciplined and
achievement oriented (Barrick, Stewart & Piotroweski, 2002). Along with extraversion, Conscientiousness is
also one of the extensively studied factors of the Big Five model.

At its roots, conscientiousness relates to a desire to exercise self-control and autonomy and thereby to follow
the dictates of one’s conscience (Costa & McCrae, 1992). Therefore most of the conscientious employees’ main
focus is task accomplishment and fulfillment of obligations and are high on accomplishment striving, which
reflects an individual’s intentions to accomplish tasks and is characterized by a high task orientation (Barrick et
al, 2002).
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Raja et al. (2002) denotes conscientiousness as related with two major facets of achievement and dependability
while Bono & Judge (2004) credit these individuals with a tendency to have a strong sense of direction and
working hard to achieve their goals. In a unique study on the health behavior of US presidents, McCaan (2005),
associate conscientiousness with a feeling of general well being and having perception of good health. Since
conscientiousness is related with task achievement and accomplishment, it is no surprise when people high on
it are also linked with higher educational achievements (Smith, 1967; Wiggens et al, 1969; Digman, 1972). As a
matter of fact the wi// to achieve, accomplish, organize and order is so basic to the theme of conscientiousness
that Digman (1990) has used it interchangeably with the word “will”.

In their constellation approach to examine personality’s influence on work behavior, (cross-dimensional effects
of personality traits), Witt, Barrick, Burke & Mount (2002) identify the existence of, “a particularly relevant
interaction effect between conscientiousness and agreeableness in explaining job performance.” This seems
quite plausible as one can easily foresee as to what can the combined effect of will (conscientiousness) and
flexibility (agreeableness) could do to job performancel!

Positive Pole of Conscientiousness

e Thoroughness in decision making e Organized e Mature
e  Feeling of well being e Achievement oriented e Passionless
e DPerception of good health e DPersevering e Logical
o Wil e Efficient e Conventional
e Link with educational achievements e DPlanners e Punctual
e Dependable e Reliable e  Decisive
e Careful e Industrious e Dignified
¢ Thorough e Evangelists (zealous) e DPrecise
e Responsible e  Graceful
Negative Pole of Conscientiousness
e Negligent e Forgetful
e Rebellious e Reckless
e Irreverent (profane) e Aimless
e Provincial (awkward, unrefined) e Sloth
e Self-indulgent (excessive) e Frivolous
e Disorganized e Non conforming
e Inconsistent
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FIVE FACTOR MODEL
IV. Neuroticism

After extraversion and conscientiousness, neuroticism is the most researched personality trait from the Big Five
(Raja et al, 2002). They are emotionally unstable, with frequent mood swings, closely associated with negative
affectivity or NA (Watson & Tellegen, 1985). The element of NA tends to force neurotics with a negative
world view, to be anxious, sleepless and doubting. As a result they are less inclined to seek control of their life
and work environment. “At the core of neuroticism is the tendency to experience negative affects” (Bono &
Judge, 2004).

People high on neuroticism tend to be easily distracted as they are mostly preoccupied with their internal
worries, anxieties and, stresses. In short, neuroticism is the opposite of “emotional stability.”

Positive Pole of Neuroticism (Characteristics of individuals high on neuroticism)

e Distractible e Embarrassed e Unstable
e Respond negatively to e Emotional o Fearful
environmental stresses o Worried e Instable
e Negative world view e Insecure e Envious
e Anxious e  Self pitifying e Gullible
e Depressed e Tense e Timid
e Angty e Touchy e Immature
Negative Pole of Neuroticism

e DPlacid e Brave

e Independent e Confident

e Emotionally stable e Secure

e Strong willed

V. Openness to Experience

Openness to experience is the least studied Big 5 personality dimension, especially in relation to job
performance. Individuals high on openness to experience tend to be highly sensitive to art, science, culture
(Clatk & Robertson, 2005) and civilization. Since they are “open to experience”, they are more effective at
managing change and this has been confirmed by studying their behavior during the transitional job stage
(Thoresen, Bradley & Bliese, 2004; Judge, Thoresen, Pucik, Welbourne, 1999).

Traditional conceptualization of openness includes affinity for culture and a liberal and critical attitude toward
societal values and intellect and, the ability to learn and reason (Bono & Judge, 2004).

Positive Pole of Openness to Experience

e Unconventional e Flexibility of thought e Broad minded

e (Curious e Readiness to indulge in e Insightful

e Cultured fantasy e Artistic

e Intelligent ® Reflective e Wide interests

e Openness to new ideas, e Imaginative e Political liberalism
feelings e Original

Negative Pole of Openness to Experience

e  Shallow e Unimaginative
e Simple e Stupid
e Dull

The Construct: INTRINSIC MOTIVATION

In English language the word “intrinsic” has synonyms like inherent, native, built-in, central and, natural,
whereas the synonymous for word “motivation” include incentive, inspiration, drive, enthusiasm, impetus,
stimulus, spur, impulse and, driving force. So in other words the phrase “intrinsic motivation” implies an in-
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built and naturally occurring inspiration or drive. A natural question arises here; what would this in-built drive
accomplish or do? Warner (1987, p. 38), while analyzing the philosophy of Kantian motivation, provides clues
to this question through defining motives as, “desire in general....... a state that plays a certain role in
commonsense psychological explanation and justification of thought and action.” The in-built drive or desire,
therefore, accomplishes our thoughts and actions, or forms, the very bases of our volitional behavior. Warner
also notes that, “motives vary in intensity, and the greater the intensity, the more likely — as a rule — it is that the
motive will cause action.” It implies therefore that stronger the motive or the in-built drive or intrinsic
motivation, stronger the likelihood of some action or at least thought leading up to action.

Literature identifies another form of motivation; extrinsic motivation, which also involves thought and action
but these thoughts and actions are not inherently based and are rather contingent upon rewards, either financial
or in the form of advancement in work, influence in organization or self enhancement. Baker (2004) captures
the two constructs beautifully when he says that, “intrinsic motivation refers to doing an activity or behavior
voluntarily for its own sake, and the inherent pleasure and satisfaction derived from participation, while
extrinsic motivation refers to activities engaged in as a means to an end such as, to gain reward or avoid
criticism, rather than for satisfaction of the activity itself.”

The above mentioned definition of motivation mentions the notions of means and ends. These means and
ends are basically motives or the reasons people hold for initiating and performing voluntary behavior (Reiss,
2004). An example of an end motive would be a schoolboy playing guitar for the pleasure of it i.e. for no
apparent reason other than that is what the schoolboy of our example desires to do. In contrast mean or
instrumental motives are indicated when an act is performed for its instrumental value. For example, consider a
professional cricketer who plays at international level and gets paid for it. Here the end motive is probably
financial and status gains rather than a pure love for the game. Studies have also identified goals as forming the
basis of intrinsic and extrinsic motivation. Mastery goals, for example, involve participation in a task to increase
competence, very similar to our example of schoolboy playing guitar for the sake of pleasure and gaining
mastery or competence in the process. By setting performance goals people want to demonstrate their
competence to others and then gain extrinsic rewards (Remedios, Ritchie and Lieberman, 2005). Literature also
speaks about conscious and sub conscious motivation (Locke & Latham, 2004) where conscious motivation
probably refers to the more manifested or extrinsic form of motivation and sub conscious to the more inherent
and natural, intrinsic form of motivation.

Intrinsic motivation (IM) or engaging in a task for its engagement value is one of the most powerful forms of
motivation. It is associated with enhanced performance, improved conceptual and creative thinking, superior
memory recall, positive affect, subsequent willingness to engage in other tasks, and better psychological and
physical health compared with other forms of motivation. (Bumpus, Olberter & Glover, 1998).

Up to this point it seems as if all IMs are pleasurable, a contention challenged by Reiss (2004) while presenting
his multifaceted theory of IM. He mentions that, “whereas IM theorists have said that psychological aim of
inquiry is intellectual pleasure........ aims of inquiry are learning and knowledge...... highly curious people
desire knowledge and understanding so strongly they pursue the inquiry process even when they must endure
anxieties, severe criticism, devastating failures, and other frustrations.” This prerequisite for IM, the ability to
withstand anxiety and frustration, is also noted by other writers and it is said that, “intrinsic motivation is
inversely related to anxiety (Gottfried, 1990) and depression” (Boggiano & Barrett, 1992).

Another important distinction between intrinsic and extrinsic motivation is provided by Deci and Ryan (1991).
According to them, “motivated actions are self-determined to the extent that they are engaged in wholly
volitionally and endorsed by one’s self, whereas actions are controlled if they are compelled by some
interpersonal or intra psychic force.” The element of self-determination is at the heart of IM and again
represents an inherent or internal characteristic. When a behavior is self-determined, the regulatory process is
choice, but when it is controlled, the regulatory process is compliance (or in some cases defiance). The
important point to note is that both self-determined and controlled behaviors are motivated or intentional but
their regulatory processes are very different (Robert, Pelletier & Ryan, 1991). A feeling of personal causation or
free choice seems to be a crucial component of IM (Bumps, Olberter & Glover, 1998). In the case of IM the
motivational force is provided by the self whereas in extrinsic motivation the motivational force is controlled
through rewards or feedback.

It does not, automatically, imply form the above that IM necessarily decreases with rewards and feedback. The
Cognitive Evaluation Theory (CET) identifies two needs; autonomy and competence, and two types of
rewards; controlling and informational. People with high need for autonomy are more liable to have IM and
those high on competence believe them to be competent or at least capable of learning, so that the task will be
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a pleasant experience and again IM will be high. Controlling rewards are basically task contingent rewards i.e.
people have to work on the task to obtain the rewards so they (rewards) become controlling and in this case IM
will decrease. In the case of performance contingent rewards, rewards are again strongly controlled but IM will
decrease only if the cue value or feedback is also controlling (e.g. “you should keep up your work” or “you
have done as well as you should”). If the feedback is not controlling but informational, informing people why
they have performed well, then there will be a strong competence affirmation and IM will increase (Deci,
Koestner & Ryan, 1985 & 1999).

In their 1999 meta-analysis of 128 controlled experimental studies exploring the effects of extrinsic rewards on
IM, Deci, Koestner and Ryan conclude that “In general, tangible rewards had a significant negative effect on
intrinsic motivation for interesting tasks...... verbal rewards — or what is usually labeled as positive feedback in
the motivation literature — has a significant positive effect on intrinsic motivation.”

The effects of controlling rewards and feedback on IM are also highlighted by a recent study in Northern
Ireland where effects of sitting a transfer test were studied on the IM of school pupils. The study showed that
after sitting the test, motivation of test pupils decreased significantly relative to no-test pupils despite the fact
that most of the pupils achieved grades they needed for admission to grammar school (Remedios, Ritchie &
Lieberman, 2005).

Literature thus explores and confirms the over justification theory according to which providing external
rewards decreases IM (Deci, Koestner & Ryan, 1999; Dev 1998; Edwards 1994; Fair & Silvestri, 1992; Kohn,
1993; Lapper et al. 1973) and reports that “an intrinsically motivated person acts out of an internalized desire to
self-actualize” (Watts, Randolph, Cashwell and Schweiger, 2004).

The Basis of Intrinsically Motivated Behavior

Why certain people seem content and happy with life while others don’t? Why certain people don’t let their
motivation decrease in the face of failure and frustrations? These are difficult questions to answer but in light
of the literature review, one is tempted to suggest that three factors (apart from a possible role of genetics and
inheritance) explain the determination of intrinsically motivated behavior. One is the element of cognition and
the other two are gffect or emotions and zalues (in this paper, my focus would be entirely on work values).

Intrinsic Motivation and Cognition

We have already seen that CET defines two basic elements of motivational behavior; free choice and evaluation
of competence through positive and informational feedback. According to Barrick, Stewart and Piotroweski
(2002), “one theme that continually emerges in discussions of motivational models is the importance of
cognitive processes” and they also quote Locke and Latham (1990) as saying that, “although cognition and
motivation can be separated by abstraction for the purpose of scientific study, in reality they are virtually never
separate.” Barrick et al (2002) also mention the centrality of cognition as captured by Mitchell’s (1997)
definition of motivation as “those psychological processes involved with the arousal, direction, intensity, and
petsistence of voluntary actions that are goals directed.” And in a search of a broad set of such cognitive goals,
Barrick et al (2002) “building on the concepts from evolutionary biology, anthropology, and sociology, as well
as socio analytic theory” find that “individuals strive for communion and for agency and status”.

Intrinsic Motivation and Affect

Literature also demonstrates a link between affect and IM and Reene & Cole (1987) mention that, “the
experience of feeling active, alive (i.e. excitement) and joyful are fundamentally associated with activity
interest......... The excitement and joy formulation of IM emphasizes the important role of affect factors in
IM....Intrinsically motivated behavior is a consequence of excitement (& joy to a lesser extent) via curiosity
and exploration”.

A study examining the relationship between exercise motives and psychological well-being also points to the
possible role of affectivity in the causation of intrinsic exercise motives or IM for exercise, “in the short term,
extrinsic exercise motives for exercise are significantly related to poorer psychological well-being, whereas in
the long term, intrinsic exercise motives for exercise are related to aspects of better psychological well-
being......... It is perhaps more likely that a more integrated relationship occurs whereby exercise motives and
psychological well-being interact, through reinforcement of positive feelings, and exercise becomes more
rewarding” (Maltby & Day, 2001).

Other researchers like Judge & Llies (2003) report that “NA (negative affectivity) reflects individual tendencies
to experience aversive emotional states, such as fear, hostility, and anger, whereas PA (positive affectivity)
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reflects the propensity to experience positive states such as enthusiasm, confidence and cheerfulness. The
emotional states associated with PA are the ones that form the basis of an intrinsically motivated behavior.

Intrinsic Motivation and Values

Work values are a class of motives that serve as standards or criteria to engender thought and action. People
are motivated to find work environment that are congruent with their values (Furnham, Petrides, Tsaousis,
Pappas and Gatrod, 2005). Values are also defined as “cognitive constructs that explain individual differences
in regard to aims in life and behavior principles and priorities” (Renner, 2003). Work values are of two types;
extrinsic and intrinsic. Extrinsic work values include money, prestige, way of life, security, economic return
(reward oriented) plus those independent of content of work like surroundings, associates, supervisory
relationships, etc. whereas intrinsic work values are manifested through activity pleasure, goal accomplishment,
creativity, management, achievement, altruism, independence, intellectual stimulation, and aesthetics. Table 1
outlines ten categories of values identified by Schwartz (1992) along with their description and the type to
which they belong (Aluja & Garcia, 2004).

Table 1
Value Description Value Type
Power social status & prestige, dominance over people Extrinsic
Achievement | personal success, capable, ambitious, influential Intrinsic
Hedonism pleasure gratification for self, enjoying life Extrinsic
Stimulation excitement, novelty, and challenge in life, daring Extrinsic
Self-direction | independent thought, exploring, curious, freedom, creativity Intrinsic
Universalism | understanding, tolerance, social justice, broadminded Intrinsic
Benevolence welfare of others, honest, helpful, forgiving Intrinsic
Tradition respect for traditional culture and religion, humble, moderate Extrinsic
Conformity honoring parents and elders, polite, obedient Extrinsic
Security safety and stability of society and of self and relationships Intrinsic

It almost seems obvious that those individuals with strong intrinsic work values will be high on IM whereas
those having stronger preference for extrinsic values will be more motivated extrinsically. Researchers have
explored similar links between values and personality and it is reported that extraverts seek jobs with variety
and neurotics seek jobs with stability (Furnham et al, 2005).

We can, therefore, conclude from the literature that IM is based on three elements of cognition, affect and
values. This is a crucial understanding and I will come back to it in more detail while exploring the linking
mechanism between IM and personality.

The Outcome: A Trait-Like Orientation for Intrinsic Motivation

Motivational orientation is not solely a function of personal characteristics, on the other hand it arises from the
interaction of task features, individual characteristics, and situational aspects (Bumpus, Olberter & Glover,
1998), yet for the purpose of clarity and, developing link with personality later on, we now turn to a trait-like
profile of an individual high on IM.

For the purpose of developing such a profile, Pinder’s definition of motivation should serve as a good start.
His definition reveals two important features; (1) motivation as energizing force or inducer of actions and (2)
this force has implications for form, direction, intensity and duration of behavior. In other words what they
(employees) are motivated to achieve? How will they achieve it? And when will they stop? (Meyer, Becker &
Vandenberghe, 2004). This revelation gives us a broad idea that an intrinsically motivated individual is goal-
oriented, achievement oriented and, is wise and well organized. And our profile of a high IM individual is based
on this broad idea and our earlier discussions on motivation literature.
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A person high on IM is suggested to have the following characteristics:

Challenge secker
Hard worker
Learning oriented
Curious
Competent
Enthusiastic
Confident
Cheerful
Assertive
Energetic
Experiencing positive
emotions (PA)
Spirit

Flexible

Trusting
Tolerant

Appreciative

Sympathetic

Pleasant

Not defensive

Tactful

Altruistic

Moral

Thoroughness in decision
making

Feeling of well being
Perception of good health
Willful

Dependable

Thorough

Responsible

Organized

Achievement otiented
Persevering

Planner

Reliable

Industrious
Evangelists (zealous)
Mature

Precise

Independent
Emotionally stable
Brave

Secure

Intelligent

Open to new ideas,
feelings

Insightful

A comparison of these traits with the multifaceted theory of intrinsic motivation (Reiss, 2004) and the sixteen
desires of Power, curiosity, independence, status, social contact, vengeance, honor, idealism, physical exercise,
romance, family, order, eating, acceptance, tranquility, and saving quite cleatly shows that optimal fulfillment of
these desires is only possible by individuals who have the above mentioned characteristics ingrained in their
personalities.

Link Between Personality and Intrinsic Motivation: The Model
Our model in Figure 1 shows how personality can have impact on the levels of IM in an individual through the

agency of cognition, affect and values. Figure 1 is shown on next page:
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Lesson 6
MOTIVATION

Motivation: The willingness to exert high levels of effort to reach organizational goals, conditioned by the
effort’s ability to satisfy some individual need.
Three key elements can be seen in this definition; effort, goals and needs.

Effort element is a measure of intensity or drive. The quality of effort is equally important to the intensity of
the effort.

Need: An internal state that makes certain outcomes appears attractive. An unsatisfied need creates tension
that stimulates drives within an individual. These drives lead to a search behavior to find particular goals that, if
attained, will satisfy the need and reduce the tension.

Performance and Motivation: Motivation alone does need lead to performance. The level of performance
attained is determined by three independent factors; ability, motivation, and resources. For performance levels
to be high, all three factors must be high. If any one is low or missing, the performance level will be adversely
affected. For example, a very intelligent student who has the books, but because he/she does not cate about
grades, will not study (low motivation) and will not get an A grade.

EARLY THEORIES OF MOTIVATION

1. Hierarchy of needs theory
Maslow’s theory that there is a hierarchy of five human needs: Physiological, safety, social, esteem, and self —
actualization.
Physiological needs: A person’s needs for food, drink, shelter, sexual satisfaction, and other physical needs.
Safety needs: A person’s needs for security and protection from physical and emotional harm.
Social needs: A person’s needs for affection, belongingness, acceptance, and friendship.
Esteem needs: A person’s needs for internal factors such as self — respect, autonomy, and achievement, and
external factors such as status, recognition, and attention.
Self — actualization needs: A person’s needs to become what he or she is capable of becoming.

2. Theory X
The assumptions that employees dislike work, are lazy, avoid responsibility, and must be coerced to perform.
Theory Y

The assumptions that workers are creative, enjoy work, seek responsibility, and can exercise self — direction.
McRegor’s theory of X and Y is however not confirmed.

3. Herzberg’s Motivation — hygiene theory

The motivation theory that intrinsic factors are related to job satisfaction and motivation, whereas extrinsic
factors are associated with job dissatisfaction.

Hygiene factors: Factors that eliminate job dissatisfaction but don’t motivate.

Motivators: Factors that increase job satisfaction and motivation. These factors are intrinsic.

CONTEMPORARY THEORIES OF MOTIVATION

1. McClelland’s Three — needs theory

The motivation theory that says three needs — achievement, power, and affiliation — are major motives in work.
Needs for achievement (nAch): The drive to excel, to achieve in relation to a set of standards, and to strive
to succeed.

Needs for power (nPow): The need to make others behave in a way that they would not have behaved
otherwise.

Need for affiliation (nAff): The desire for friendly and close interpersonal relationship.

Of these three needs, need for achievement has been researched most extensively.

2. Goal - setting theory
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The propositions that specific goals increase performance and that difficult goals, when accepted, result in
higher performance than do easy goals.

Self — efficacy: An individual’s belief that he or she is capable of performing a task.

3. Reinforcement theory

The theory that behavior is a function of its consequences.

Reinforcers: Any consequence immediately following a response that increases the probability that the
behavior will be repeated.

Designing Motivating Jobs

Job design: The way tasks are combined to form complete jobs.

Job scope: The number of different tasks require in a job and the frequency with which those tasks are
repeated.

Job enlargement: The horizontal expansion of a job by increasing job scope.

Job enrichment: The vertical expansion of a job by adding planning and evaluating responsibilities.

Job depth: The degree of control the employees have on their work.

Job characteristics model (JCM)

A framework for analyzing and designing jobs that identifies five primary job characteristics, their
interrelationships, and their impact on outcomes.

Skill variety: The degree to which a job requires a variety of activities so that an employee can use a number of
different skills and talents.

Task identity: The degree to which a job requires completion of a whole and identifiable piece of work.

Task significance: The degree to which a job has a substantial on the lives or work of other people.
Autonomy: The degree to which a job provides substantial freedom, independence, and discretion to the
individual in scheduling work and determining the procedures to be used in carrying it out.

Feedback: The degree to which carrying out work activities required by a job results in the individual’s
obtaining direct and clear information about his or her performance effectiveness.

4. Equity theory

The theory that an employee compares his or her job’s inputs — outcomes ratio with that of relevant others and
then corrects any inequity.

Referents: The persons, systems, or selves against which individuals compare themselves to assess equity.

5. Expectancy theory
The theory that an individual tends to act in a certain way based on the expectation that the act will be followed
by a given outcome and on the attractiveness of that outcome to the individual.
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Lesson 7

The Motivation Process

Need
Content theoties Motive Process theoties
®Needs hierarchy ®Expectancy theory
®McClelland’s theory ®Equity theory
®Herzberg’s theory
4 Rewards

Behavior D (Reinforcement theory)

Y
Satisfaction or Dissatisfaction

L . .
The process is circular or ongoing.

HOW TO MOTIVATE A DIVERSE WORKFORCE?

Compressed workweek

A workweek in which employees work longer hours per day but fewer days per week.

Flexible work hours (Flextime)

A scheduling system in which employees are required to work a certain number of hours per week but are free,
within limits, to vary the hours of work.

Job sharing

The practice of having two or more people split a full time job

Telecommuting

A job approach in which employees work at home and are linked to the workplace by a computer and modem.
Pay — for — performance programs

Compensation plans that pay employees on the basis of some performance measure.

Open — book management

A motivational approach in which organization’s financial statements are shared with all employees.

Cultural Differences in Motivation

The motivation theories just discussed are developed largely by US researchers and were validated with US
workers. These theories may need to be modified for different cultures.
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Lesson 8

INTERPERSONAL COMMUNICATION

When asked to define interpersonal communication from communication in general, many people say that
interpersonal communication involves fewer people, often just two. Although much interpersonal
communication involves only two or three people, this isn’t a useful way of defining interpersonal
communication. If it were, then an exchange between a homeowner and a plumber would be interpersonal, but
a family conversation wouldn’t be. Cleatly, the number of people involved is not a good criterion for defining
interpersonal communication.

Some people suggest that intimate contexts define interpersonal communication. But this also doesn’t define
interpersonal communication as the context doesn’t necessarily tell us what is unique about interpersonal
communication.

What distinguishes interpersonal communication is the particular quality, or character, of interaction. This
emphasizes what happens between people, not where they are or how many are present.

A Communication Continuum

We can begin to understand the unique character of interpersonal communication by tracing the meaning of
the word interpersonal. It is derived from the prefix inter, meaning “between”, and the word person, so
interpersonal communication literally occurs between people. In one sense, all communication happens
between people, yet many interactions don’t involve us personally. Communication exists on a continuum from
impersonal to interpersonal.

A lot of our communication doesn’t involve personal interaction. Sometimes we don’t acknowledge others as
people at all but treat them as objects; they bag our groceries, direct us around highway construction, and so
forth. In other instances, we interact with others in stereotypical or role-bound ways but don’t deal with them
as distinct people. With a select few people we communicate in deeply personal ways. These distinctions are
captured by philosopher Martin Buber (1970) who distinguished between three levels of communication: I-It,
I-You, and I-Thou.

I-It Communication: In an I-It relationship, we treat others impersonally, almost as objects. In I-It
Communication we do not acknowledge the humanity of the other people; we may not even affirm their
existence. Salespeople, servers in restaurants, and clerical staff often are treated not as people but as
instruments to take orders and deliver what we want. In the extreme form of I-It relationships, others are not
even acknowledged. When a homeless person asks for money for food, some people do not even respond but
look away as if the person isn’t there. In dysfunctional families, parents may ignore children, thereby treating
the children as I-It, not as people.

I-You Communication: the second level Buber identified is I-You Communication, which accounts for the
majority of our interactions. People acknowledge one another as more than objects, but they don’t fully engage
each other as unique individuals. For example, suppose you go shopping and a salesclerk asks, ‘May I help
you?’ chances are you won’t have a deep conversation with the clerk, but you might treat him or her as more
than an it. Perhaps you say, T'm just browsing today. Yow know how it is at the end of the month — no
money.” The clerk might laugh and commiserate about how money gets tight by the end of each month. In this
interaction, you and the clerk treat each other as more than its: the clerk doesn’t treat you as a faceless shopper,
and you don’t treat the clerk as just as an agent of the store.

I-You relationships may also be more personal than interactions with salesclerks. For instance, we talk with
others in our classes, on the job, and on our sports teams in ways that are somewhat personal. The same is true
of interaction in chat rooms where people meet to share ideas and common interests. Interaction is still guided
by our roles as peers, members of a class or team, and people who have common interests. Yet we do affirm
their existence and recognize them as individuals within those roles. Teachers and students often have I-You
relationships. In the work place majority or our relationships are I-You. We communicate in less depth with
more people in our social circles than those we love most. Casual friends, work associates and distant family
members typically engage in I-You communication.

I-Thou Communication: the rarest kind of relationship involves I-Thou communication. Buber regarded this
as the highest form of human dialogue because each person affirms the other as cherished and unique. When
we interact on an I-Thou level, we meet others in their wholeness and individuality. Instead of dealing with
them as occupants of social roles, we see them as unique human beings whom we know and accept in their
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totality. Also, in I-Thou communication we open ourselves fully, trusting others to accept us as we are with
virtues and vices, hopes and fears, strengths and weaknesses.

Buber believed that only in I-Thou relationships we become fully human, which for him meant we discard the
guises we use most of the time and allow ourselves to be completely genuine in interaction (Stewart, 1980).
Much of our communication involves what Buber calls ‘seeming’, in which we’re preoccupied with our image
and careful to manage how we present ourselves. In I-Thou relationships, however, we engage in ‘being’
through which who we really are and how we really feel.

I-Thou relationships are not common because we can’t afford to reveal ourselves totally to everyone all of the
time. Thus, I-Thou relationships and the communication in them are rare and special.

Definition of Interpersonal Communication

We can build on Buber’s poetic description to define interpersonal communication as a selective, systemic,
unique and ongoing process of transaction between people who reflect and build personal knowledge of one
another and create shared meanings.

The heart of interpersonal communication is shared meanings between people (Duck, 1994a, 1994b). We don’t
just exchange words when we communicate. Instead, we create meanings as we figure out what each other’s
words and behaviors stand for, represent, or imply. Meanings grow out of histories of interactions between
unique persons. For example, my partner, Robbie, and I are both continuously committed in our professional
obligations, and we wotty about the pace of each other’s life. Often one of us says to the other, "bistari,
bistari." That phrase means nothing to you unless you know enough Nepalese to translate as its meaning ‘slow
down, go gradually.” When one of us says ‘bistari, bistari,” we not only suggest slowing down but also remind
each other of our special time living and trekking in Nepal. Most close friends and romantic partners develop
vocabularies that have meaning only to them. People who work together also develop meanings that grow out
of their interactions over time. Once in my department, faculty members argued for 30 minutes over whether
we wanted a semicolon or a dash in a sentence that was part of our mission statement. Now, whenever we start
debating small issues, one of us is bound to say ‘semicolon or dash?” Usually this evokes laughter and persuades
us to abandon a trivial argument.

You might have noticed that I refer to meanings, not just one meaning. This is because interpersonal
communication has two levels of meaning (Watzlawick, Beavin, & Jackson, 1967). The first level, called the
content meaning, deals with literal or denotative meaning. If a parent says to a five year old child, ‘clean your
room now,” the content meaning is that the room is to be cleaned.

The second level is the relationship meaning. This refers to what communication expresses about relationship
between communicators. The relationship meaning of ‘clean your room now’ is that the parent has the right to
order the child; they have an unequal power relationship. If the parent had said, ‘would you mind cleaning your
room?’ the relationship meaning would have reflected a more equal relationship. Suppose a friend says, ‘you’re
the only person I can talk to about this,” and then discloses something that is worrying him. The content level
includes the actual issue itself and the information that you’re the only one with whom he can discuss this issue.
But what has he told you on the relationship level? He has communicated that he trusts you, he considers you
special, and he probably expects you to care for his troubles.

Scholars have identified three dimensions of relationship — level meanings. The first dimension is
responsiveness, and it refers to how aware of others and involved with them are we. Perhaps you can
remember a conversation you had with someone who shuffled papers and glanced at a clock or kept looking at
a computer screen while you were talking. If so, you probably felt that she wasn’t interested in you or what you
were saying. Low responsiveness is communicated on the relationship level of meaning when people don’t look
at us or when they are preoccupied with something other than talking with us. Higher responsiveness is
communicated with eye contact, nodding, and feedback that indicates involvement (Richard & McCroskey,
2000).

A second dimension of a relationship meaning is liking, or affection. This concerns the degree of positive or
negative feeling that is communicated. Although liking may seem synonymous with responsiveness, they are
actually distinct. We may be responsive to people we don’t like but have to pay attention to, and we are
sometimes preoccupied and unresponsive to people we care about. We communicate that we like or dislike
other by what we actually say as well as by tone of voice, racial expressions, how close we sit to them, and so
forth.

Power or control is the third dimension of relationship meaning. This refers to the power balance between the
communicators. A parent may say to a five year old, ‘clean your room because I say so, that’s why.” This
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communicates that the parent has the power to tell the child what to do. Friends and romantic partners
sometimes engage in covert power struggles on the relationship level. One person suggests going to a particular
movie and then to dinner at a pizza patlor. The other responds by saying she doesn’t want to see that movie
and isn’t in the mood for pizza. They could be arguing on the content level about their different preferences
for the evening. If arguments over what to do or eat are recurrent and heated, however, chances are the couple
is negotiating power. In interpersonal level of meaning often is the most important, for it sets the tome of
interaction and for how people feel about each other.

In sum, we have seen that communication exists on a continuum, ranging from impersonal to interpersonal.
We’ve also learned that it is best understood as a transactional process, not a linear exchange or an interaction.
Based on the transactional model, we defined interpersonal communication as a selective, systemic, unique, and
ongoing process of transaction between people who reflect and build personal knowledge of one another as
they create meanings. Meanings, we have seen, reflect histories of interaction and involve content and
relationship levels. Building on this definition, we’re now ready to identify basic principles of interpersonal
communication.

PRINCIPLES OF INTERPERSONAL COMMUNICATION
There are eight basic principles of effective communication which we would describe one by one:

1. We Cannot “Not Communicate”
Whenever people are together, they communicate. We cannot avoid communicating when we are with others
because they interpret what we do and say as well as what we don’t do and don’t say. Even if we chose to be
silent, we are communicating. Even when we don’t intend to communicate, we do so. We may be unaware of a
grimace that gives away our disapproval or an eye roll that shows we dislike someone, but we are
communicating nonetheless.

2. Communication Is Irreversible
Perhaps you have been in heated arguments in which you lost your temper and said something you later
regretted. It could be that you hurt someone or revealed something about yourself you meant to keep private.
Later you might have tried to repair the damage by apologizing, explaining what you said, or denying what you
revealed. But you couldn’t erase your communication; you couldn’t unsay what you said. That means what we
say and do does matter and becomes a part of the relationship. Remembering this principle keeps us aware of
the importance of choosing when to speak and what to say — or not say!

3. Interpersonal Communication Involves Ethical Choices
Ethics is a branch of philosophy that focuses on moral principles and code of conduct. Ethical issues concern
what is right and what is wrong. Because interpersonal communication is irreversible and affects others, it
always has ethical implications. For instance, if you read a message in a hat room that makes you angry; do you
fire off a nasty reply, assuming you will never meet the person so you won’t face any consequences? In work
settings, should you avoid giving negative feedback because it could hurt others’ feelings? In these and many
other instances, we face ethical choices.

4. Meanings Are Constructed In Interpersonal Communication

Human beings construct the meaning of their communication. The significance of communication doesn’t lie
in words and nonverbal behaviors. Instead, meanings arise out of how we interpret one another. This calls our
attention to the fact that humans use symbols, which sets us apart from other creatures.

For example, what does it mean if someone says, “You're sick”? To interpret the comment, you have to
consider the context (a counseling session, a professional meeting), who said it (a psychiatrist, supervisor or
subordinate, a friend, an enemy), and the words themselves, which may mean various things (a medical
diagnosis, a challenge to your professional competence, a compliment, a disapproval).

5. Metacommunication Affects Meanings
The word metacommunication comes from two root terms; meta, which means “about” and communication.
Thus, metacommunication is communication about communication. For example, during a conversation with
your friend, you notice that his body is tense and his voice is sharp. You might say, “You seem really stressed.”
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The statement metacommunicates because it communicates about your friend’s nonverbal communication.
Metacommunication is both verbal and nonverbal.

Metacommunication can increase the chance of creating shared understanding. For example, teachers
sometimes say, “The next point is really important.” This comment signals students to pay special attention to
what follows. A parent might tell a child, “What I said may sound harsh, but I'm only telling you because I care
about you.” The comment tells the child how to interpret a critical message.

Research has found that women are more likely than men to appreciate metacommunication when there is no
conflict or immediate problem to be resolved. While curled up on a sofa and watching TV, a woman might say
to her husband, “I really feel comfortable being close with you.” This comments on the relationship and on the
nonverbal communication between the couple.

6. Interpersonal Communication Develops And Sustains Relationships
Interpersonal communication is the primary way we build, refine, and transform relationships because it allows
us to express and share dreams, imaginings, and memories and to weave all of these into the joint world of
relational partners.

7. Interpersonal Communication Is Not A Panacea

As we have seen, we communicate to satisfy many of our needs and to create relationship with others. Yet it
would be a mistake to think communication is a cure-all. Many problems can’t be solved by talk alone.
Communication by itself won’t end hunger, abuse of human rights around the globe, racism, or physical
disease. Nor can words alone bridge irreconcilable differences between people or erase the hurt of betrayal.
Although good communication may increase understanding and help us find solutions to problems, it will not
fix everything. We should also realize that the idea of talking things through is distinctly Western. Not all
societies think it’s wise or useful to communicate about relationships or to talk extensively about feelings.

8. Interpersonal Communication Effectiveness Can Be Learned
It is incorrect to believe that effective communicators are born. Although some people have exceptional talent
in athletics or writing, all of us can become competent athletes and writers. Similarly some people have an

aptitude for communicating, but all of us can become competent communicators.
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Lesson 9
THE WORLD BEYOND WORDS

Nonverbal communication is all aspects of communication other than words themselves. It includes not only
gestures and body language but also how we utter words: inflection, pauses, tone, volume, and accent. These
nonverbal features affect the meaning of our words. Nonverbal communication also includes features of
environments that affect interaction, personal objects such as jewelry and clothes, physical appearance, and
facial expressions.

Scholars estimate that nonverbal behavior accounts for 65% to 93% of the total meaning of communication.
To understand verbal and nonverbal dimensions of communication, we identify both similarities and
differences between them.

SIMILARITIES BETWEEN VERBAL AND NONVERBAL COMMUNICATION

1. Nonverbal communication is symbolic: Like verbal communication, nonverbal communication is
symbolic. To represent different moods, we shrug our shoulders, lower our eyes, and move away from
or toward others. We smile to symbolize pleasure in seeing a friend, frown to show anger or irritation,
and widen our eyes to indicate surprise. Because nonverbal communication is symbolic, like verbal
communication it is arbitrary, ambiguous, and abstract. Thus, we cannot be sure what a wink or hand
movement means. Similarly, we can’t guarantee that others will perceive the meanings we intend to
communicate with our nonverbal actions.

2. Nonverbal communication is rule guided: Within particular societies we share general understanding of
what specific nonverbal behaviors are appropriate in various situations and what they mean. For
example, in United States and many other countries, handshakes are the conventional method of
beginning and ending business meetings. Smiles generally are understood to express friendliness, and
scowls generally are perceived as indicating displeasure of some type. We follow rules (often
unconsciously) to create different interaction climates. For a formal speech, a room might be set up
with a podium that is at a distance from listeners’ chairs. The chairs would be arranged in neat rows.
To symbolize a less formal speaking occasion, a podium might be omitted, chairs might be arranged in
a circle, and the person speaking might be seated.

3. Nonverbal communication may be intentional or unintentional: Both verbal and nonverbal
communication may be deliberately controlled or unintentional. For example, you may carefully select
clothes to create a professional impression when you are going to a job interview. You may also
deliberately control your verbal language in the interview to present yourself as assertive, articulate, and
respectful. We exert conscious control over most of our nonverbal communication.

4. Nonverbal communication reflects culture: Like verbal communication, nonverbal communication is
shaped by cultural ideas, values, customs, and history. Just as we learn the language of a culture, we
also learn it nonverbal codes. For example, in the United States most people use knives, forks and
spoons to eat. In Korea, Japan, China, Nepal, and other Asian countries, chopsticks often are the
primary eating utensil.

DIFFERENCES BETWEEN VERBAL AND NONVERBAL COMMUNICATION

1. Nonverbal communication is believed to be more believable than verbal: One major difference is that
most people perceive nonverbal communication as more trustworthy than verbal communication,
especially when verbal and nonverbal messages are inconsistent. If someone glares and says, “I’'m glad
to see you;” you are likely to believe the nonverbal message, which communicates a lack of pleasure in
seeing you.

2. Nonverbal communication is multichanneled: Nonverbal communication often occurs simultaneously
in two or more channels, whereas verbal communication tends to take place in a single channel.
Nonverbal communication may be see, felt, heard, smelled, and tasted, and we may receive nonverbal
communication through several of these channels at the same time.

3. Nonverbal communication is continuous: Finally, nonverbal communication is more continuous than
verbal communication. Verbal symbols start and stop. We say something or write something and then
we stop talking or writing. However, it is difficult , if not impossible, to stop nonverbal
communication.
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PRINCIPLES OF NONVERBAL COMMUNICATION

1. Nonverbal Communication May Supplement Or Replace Verbal Communication
Communication researchers have identified five ways in which nonverbal behaviors interact with verbal
communication. First, nonverbal behaviors may repeat verbal messages. For example, you might say, “yes”
while nodding your head. Second, nonverbal behaviors may highlight verbal communication. For example, you
can emphasize particular words by speaking more loudly. Third, we use nonverbal behavior to complement or
add to words. When you see a friend, you might say, “I'm glad to see you” and underline the verbal message
with a warm embrace. Fourth, nonverbal behaviors may contradict verbal messages, as when someone says,
“Nothing’s wrong” in a hostile tone of voice. Finally, we sometimes substitute nonverbal behavior for verbal
ones. For instance, you might roll your eyes to indicate that you disapprove of something.

2. Nonverbal Communication May Regulate Interaction
More than verbal cues, nonverbal behavior regulate the flow of communication between people. In
conversations, we generally know when someone else is through speaking and when it is our turn to talk.
Seldom do explicit verbal cues tell us when to speak and when to keep silent.

3. Nonverbal Communication Often Establishes Relationship-Level Meanings
The content level of meaning is the literal message. The relationship level of meaning defines communicators’
identities and relationship between them. Nonverbal communication often acts as a “relationship language”
that expresses the overall feeling of relationships. Three dimensions of relationship-level meanings atre
conveyed primarily through nonverbal communication; responsiveness, likeness, and power.

TYPES OF NONVERBAL COMMUNICATION
In this section we describe nine types of nonverbal communication:

1. KINESICS refers to body position and body motions, including those of face. Someone who stands
erectly and walks confidently announces self-assurance, whereas someone who slouches and shuffles
seems to be saying, “I’'m not very sure of myself.” One of the most important aspects of kinesics
concerns how we position ourselves relative to others and what our positions say about our feelings
toward them.

2. HAPTICS, the sense of touch, is the first of our five senses to develop, and many communication
scholars believe touching and being touched are essential to a healthy life. Research on dysfunctional
families reveals that mothers touch babies less often and less affectionately than mothers in healthy
families. Touching also communicates power and status. People with high status touch others and
invade others’ space more than people with less status. As adults, women tend to engage in touch to
show liking and intimacy, whereas men are more likely than women to use touch to assert power and
control.

3. PHYSICAL APPEARANCE: Western culture places a high value on physical appearance. For this
reason, in face-to-face interactions, most of us notice how others look, and we often form initial
evaluations of others based on their appearance, over which they have limited control. This excessive
emphasis on physical appearance in the West probably explains the astounding growth in cosmetic
surgery.

4.  ARTIFACTS are personal objects we use to announce our identities and heritage and to personalize
our environment. We craft our image by how we dress and what objects we carry and use. Nurses and
physicians wear white and often drape stethoscope around their necks, professors travel with
briefcases, whereas students more often tote backpacks.

5.  ENVIRONMENTAL FACTORS are elements of settings that affect how we feel and act. For
instance, we respond to architecture, colors, room design, temperature, sounds, smells, and lighting.
Rooms with comfortable chairs invite relaxation, whereas rooms with stiff chairs induce formality.

6. PROXEMICS refers to space and how we use it. Every culture has norms that prescribe how people
should use space, how close people should be to one another, and how much space different people
are entitled to have. Space also announces status, with greater space being assumed by those with
higher status.

7. CHRONEMICS refer to how we perceive and use time to define identities and interaction. Within
Western culture there is a norm that important people with high status can keep others waiting.
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Conversely, people with low status are expected to be punctual. It is standard practice to have to wait,
sometimes a good while, to see a physician, even if you have an appointment. This carries the message
that the physician’s time is more valuable than yours. Similatly, the duration of time we spend with
various people reflect our interpersonal priorities.

PARALANGUAGE is communication that is vocal but does not use wotds. It includes sounds, such
as murmurs and gasps, and vocal qualities, such as volume, pitch, and inflection. Paralanguage also
includes accents, pronunciation, and the complexity of sentences. Whispering, for instance, signals
secrecy and intimacy, whereas shouting conveys anger. A sarcastic tone communicates scorn or dislike
more emphatically than words.

SILENCE is a final type of nonverbal behavior, which can communicate powerful messages. “I’'m not
speaking to you” actually speaks volumes. We use silence to communicate different meanings. For
instance, it can symbolize contentment when intimates are so comfortable, they don’t need to talk.
Silence can also communicate awkwardness, as you know if you’ve ever had trouble keeping
conversation going on a first meeting.

MINDFUL LISTENING

Hearing is a physiological activity that occurs when sound waves hit our eardrums.

Listening is far more complex than hearing or otherwise physically receiving messages. Listening has
psychological and cognitive dimensions that mere hearing does not. The first step in listening is making a
decision to be mindful or being present in the moment. To be mindful is to keep your mind on what is
happening in the here and now. When we are mindful, we don’t let our thoughts wander away from the present
situation.

Literature identifies three levels of listening:

1.

2.

With MARGINAL LISTENING, as the sender speaks, the receiver does not pay attention. The use of
marginal listening results in misunderstanding and errors.

EVALUATIVE LISTENING requires the listener to pay reasonably close attention to the speaker.
The receiver evaluates the speaker’s remarks as correct or not and determines if he or she will continue
to really listen. Once the receiver hears something he or she does not accept, listening stops, and the
rebuttal is formed.

EMPHATIC LISTENING is the ability to understand and relate to another’s situation and feelings.
Most messages have two components — feelings and content. Try to relate to both. In this type of
listening the receiver listens carefully, putting him or her self into the position of the sender to
understand what is being said from the speaker’s viewpoint.

EMPHATIC LISTENING TIPS

Pay attention

Avoid distractions

Stay tuned in

Do not assume and interrupt
Watch for nonverbal cues
Ask questions

Take notes

Convey meanings

Think

Evaluate after listening

. Evaluate facts presented

Paraphrase first

. Watch for nonverbal cues
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Lesson 10

TRANSACTIONAL ANALYSIS

Transactional analysis (TA) provides useful models for leadership styles. Eric Berne developed transactional
analysis, and it has been applied, and written about ever since. TA has been used with organizational
development and to improve quality of work life. Recently TA has been used to develop multinational
corporations prepare mangers to operate efficiently within other cultures. TA is being used within relationship
marketing to develop good human relations with customers.

Transactional analysis is a method of understanding behavior in interpersonal dynamics. When you talk to
someone about anything, you are involved in interpersonal dynamics, and a series of transactions take place. An
organization is a product of the process of its human relations.

Organizations have trained their employees in TA to improve their ability to handle difficult personal
situations. A few of these companies include Pan American World Airways, the United Telephone Company of
Texas, and Pitney Bowes. Studying TA can help you better understand people’s behavior, and how to deal with
emotions in a more positive way.

Below are three ego states, types of transactions, and life positions and stroking. Keep in mind that people are
diverse and you will encounter a variety of ego states.

EGO STATES

According to Berne, we all have three major ego states that affect our behavior or the way we transact. The
three ego states are #he parent, child, and adult. We change ego states throughout the day, and even during a single
discussion a series of transactions can take place between different ego states. Your parent, child, and adult ego
states interact with other people’s parent, child, and adult ego states. Understanding the ego state of the person
you are interacting with can help you to understand his or her behavior and how to transact in an effective way.

Parent Ego State

When the parent ego is in control, people behave from one of two perspectives:

1. Critical Parent. When you behave and respond with evaluative responses that are critical, judgmental,
opinionated, demanding, disapproving, disciplining, and so on, you are in critical parent ego state. People
in the critical parent ego use a lot of do’s and don’ts. Managers using the autocratic style tend to be in
critical parent ego state because they use high task/directive behavior.

2. Sympathetic Parent. On the other hand, you can also be a different type of parent. When you behave and
respond with reassuring response that are protecting, permitting, consoling, caring, nurturing, and so on,
you are in sympathetic parent ego state. Managers using the consultative and participative styles tend to be
in sympathetic patent ego state because they are using high supportive/relationship behavior.

Child Ego State

When the child ego state is in control, people behave from one of two perspectives:

1. Natural Child. When you behave and respond with probing responses that shows curiosity, intimacy, fun,
joyfulness, fantasy, impulsiveness, and so on, you are in natural child ego state. Successful managers do not
tend to continuously operate from the natural child ego state.

2. Adapted Child. When you behave with confronting responses that express rebelliousness, pouting, anger,
fear, anxiety, inadequacy, procrastination, blaming others, and so on, you are in adapted child ego state.
Managers should avoid behaving from the adapted child ego state because this type of behavior often leads
to the employee becoming emotional and behaving in a similar manner. When managers are transacting
with an employee in this ego state, they should not react with similar behavior, but should be in the adult
ego state.

Adult Ego State

When the adult ego is in control, people behave in a thinking, rational, calculating, factual, unemotional
manner. The adult gathers information, reasons things out, estimates probabilities, and makes decision with
cool and calm behavior. When communicating in the adult ego state, you avoid becoming the victim of the
other person by controlling your response to the situation.

Generally, the most effective behavior, human relations, and performance come from the adult ego state. When
interacting with others, you should be aware of their ego state. Are they acting like a parent, child, or adult?
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Identifying their ego state will help you understand why they are behaving the way they are and help you to
determine which ego state you should use during the interaction. For example, if the person is acting like an
adult, you most likely should, too. If the person is acting like a child, it may be appropriate way for you to act
like a parent rather than an adult. And there are times when it is appropriate for you to act out of the child ego

state and have a good time.
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Lesson 11

TYPES OF TRANSACTIONS
Within ego states there are three different types of transaction: complementary, crossed, and ulterior

Complementary Transactions

A complementary transaction occurs when the sender of the message gets the intended response from the
receiver. For example, an employee makes a mistake and, wanting some sympathy, apologizes to the boss.
Employee — ‘I just dropped the thing when I was almost done. Now I have to do it all over again.’

Supervisor — ‘It happens to all of us; don’t worry about it.” This complementary transaction is illustrated below.

SUPERVISOR EMPLOYEE

Another example of a complementary transaction is a supervisor who wants a job done and delegates it,
expecting the employee to do it. The supervisor behaves on an adult-to-adult level. Supervisor — ‘please get this
order ready for me by two o’clock.” Employee — ‘I'll have it done before two o’ clock, no problem.’

Generally, complementary transactions result in more effective communication with fewer hurt feelings and
arguments. In other words, they help human relations and performance. Exceptions are if an employee uses an
adapted child or critical parent ego state and the supervisor does, too. These complementary transactions can
lead to problems.

Crossed Transactions

Crossed transactions occur when the sender of the message does not get the expected response from the
receiver. Returning to our first example: Employee — ‘I just dropped the thing when I was almost done. Now I
have to do it all over again.” Supervisor — ‘you are so clumsy.” This transaction is illustrated below.
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SUPERVISOR EMPLOYEE

C >C

From our second example: Supervisor — ‘please get this order ready for me by two o’ clock.” Employee — ‘why
do I have to do it? Why don’t you do it yourself? I am busy.” This cross transaction is an adult — adapted — to —
child response.

Generally, cross transactions result in surptise, disappointment, and hurt feelings for the sender of the message.
The unexpected response often gets the person emotional, which often results in his or her changing to the
adapted child ego sate, which causes the communication to deteriorate further. Cross transactions often end in
arguments and hurt human relations.

Cross transactions can be helpful when the negative parent or child ego response is crossed with an adult
response. This cross over may result in the preferred adult — to — adult conversation.

Ulterior Transactions

Ulterior, or hidden, transactions occur when the words seem to be coming from one ago state, but in reality the
words or behaviors are coming from another. For example, after a training program, one of the participants
came up to a consultant asking advice on an adult ego sate. When the consultant gave advice, the participant
twice had quick responses as to why the advice would not work (child rather than adult behavior). The
consultant realized that what the participant actually wanted was sympathetic understanding for his situation,
not advice. The consultant stopped making suggestions and listened actively, using reflective responses. The
consultant changed from the adult to the sympathetic parent ego state in order to have a complimentary
transaction.

Sometimes people don’t know what they want or how to ask for it in a direct way, so they use ulterior
transactions. When possible, it is best to avoid ulterior transactions because they tend to waste time. Avoid
making people search for your hidden meanings. Plan your message before you send it. When receiving
messages look for ulterior transactions and turn them into complimentary transactions, as stated above.

Life Positions

Attitudes affect your behavior and human relations. Within the TA framework, you have attitudes toward
yourself and toward others. Positive attitudes are described as OK, and negative attitudes are described as
NOT OK. The four life positions are illustrated below.
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I’'m OK — You’re not OK I’'m OK - You’re OK
POSITIVE
Attitude towards
oneself I’m not OK — You’re not OK I’m not OK — You’re OK
—
NEGATIVE

NEGATIVE POSITVE

Attitudes toward others

The most desirable life position is shown in the upper right hand box: “I am OK — You are OK”. With a
positive attitude towards yourself and others, you have a greater chance for having adult — to — adult ego state
communication. You can change your attitude, and you should, if they are not positive, to create win — win
situations. People with a positive self-concept tend to have positive attitudes.
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Lesson 12
NEURO-LINGUISTIC-PROGRAMMING

Our experience of the world is created by gathering information through the use of our five senses. However,
each of us tends to develop a favorite mode of focus, or a modality, as it is often called. Some people are more
impacted, for example, by what they see; their visual system tends to be more dominant. For others, sounds are
the trigger for the greatest of life’s experiences, while for others, feelings are the foundation.

Even within each of these modes of experience, though, there are special elements of pictures, sounds, or other
sensations that can be changed in order to increase or decrease the intensity of our experience. These
foundational ingredients are called sub modalities. For example, you can make a picture in our mind and then
take any aspect of that image (a sub modality), and change it to change your feelings about it. You can brighten
the picture, immediately changing the amount of intensity you feel about the experience. This is known as a
changing sub modality. Probably the greatest expert in sub modalities is Richard Bandler, co — founder of
Neuro- Linguistic Programming. The lineage of experts on this dates back to the foundational work on he five
senses done by Aristotle, which categorizes perception models.

You can radically raise or lower your intensity the feeling about anything by manipulating sub modalities. They
affect how you feel about virtually anything, whether you feel joy, frustration, wonder, or despair.
Understanding them enables you to not only change how you feel about any experience in your life, but to
change what it means to you and thus what you can do about it.

One image I've found very useful is to think of sub modalities as the grocery store UPC bar codes, those
clusters of little black lines that have replaced price tags in just about every supermarket you patronize today.
The codes look insignificant, yet when pulled across the checkout scanner, they tell the computer what the item
is, how much it costs, how its sale affects the inventory, and so on. Sub modalities work the same way. When
pulled across the scanner of the computer we call the brain, they tell the brain what this thing is, how to feel
about it, and what to do. You have your own bar codes, and there is a list of them coming up alone with
question to ask to determine which of them you use.

For example, if you tend to focus upon you visual modalities, the amount of enjoyment you can get from a
particular memory is probably a direct consequence of the sub modalities of size, color, brightness, distance,
and amount of movement in the visual image you’ve made of it. If you represent it to yourself with auditory
sub modalities, then how you feel depends on the volume, tempo, pitch, tonality, and other such factors you
attach to it. For example, in order for some people to feel motivated, they have to tune in a certain channel first
if their favorite channel is visual, then focusing on the visual elements of the situation gives them more
emotional intensity about it. For other people it’s auditory or kinesthetic channels. And for some, the best
strategy works like a combination lock. First the visual lock has to be aligned, then the auditory, then the
kinesthetic. All three dials have to be lined up in the right place and the right order for the vault to open.

Once your aware f this, you’ll realize that people are constantly using words in their day—to—day language to tell
you which system and which sub modalities they are tuning in. Listen to the ways they describe their
experience, and take it literally. (For example, in the last two sentences I used the terms ‘tuning in’ and ‘listen’ —
cleatly these are auditory examples.)

How many times have you heard someone say,” I can’t picture doing that™? They’re telling you what the
problem is: If they did picture doing it, they’d go into state where they’d feel like they could make it happen.
Someone may have once said to you,” your blowing things out of proportion.” If you’re really upset, they may
be right. You may be taking images in your mind and making them much bigger, which tends to intensify the
experience. If someone says,” this is weighing heavily upon me.” You can assist them by helping them feel
lighter about the situation and thereby get them in a better state to deal with it. If someone says, I'm just
tuning you guys out.” You’ve got to tune them back in so the can change states. Our ability to change the
way we feel depends upon our ability to change our sub modalities. We must learn to take control of the
various elements with which we represent experiences and change them in ways that support our outcomes.
For example, have you ever found yourself saying you need to ‘get distance’ from a problem? I’d like you try
something, if you would. Think of a situation that is challenging you currently. Make a picture of it in your
mind, and then imagine pushing that picture farther and farther away from yourself. Stand above it and look
down upon the problem with a new perspective. What happens to your emotional intensity? For most people,
it drops. What if the image becomes dimmer or smaller? Now take picture of the problem and make it bigger,
brighter, and closer. For most people, this intensifies it. Push it back out and watch the sun melt it. A simple
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change in any one of these elements is life changing the ingredients in a recipe. They’re definitely going to alter
what you finally experience in your body.

Remember, how you feel about things is instantly changed by a shift of sub modalities. For example, think of
something that happened yesterday. Just for a moment, picture that experience. Take the image of this memory
and put it behind you. Gradually push it back until its miles behind you, a tiny, dim dot far off in the darkness.
Does it feel like it happened yesterday, or a long time agor If the memory is great, bring it back. Otherwise,
leave it there! Who needs to focus on this memory? By contrast, you’ve had some incredibly wonderful
experiences in your life.

Think of one right now, one that happened a long time ago. Recall the imagery of that experience. Bring it
forward; put it in front of you. Make it big, bright, and colorful; make it three — dimensional. Step into your
body as you were then and feel that experience right now as if you were there. Does it feel like it happened a
long time ago, or is it something you’re enjoying right now? You see, even your experience of time can be
changed by changing sub modalities.
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Lesson 13
CREATE YOUR OWN BLUEPRINT

Discovering your sub modalities is a fun process. You may want to do this on your own, although you may find
it more fun to do with someone else. This will help with the accuracy, and if they’re also reading this, you’ll
have a lot to talk about and a partner in your commitment to personal mastery. So very quickly now, think of a
time in your life when you had a very enjoyable experience, and do the following: Rate your enjoyment on a
scale from 0 — 100, where 0 is no enjoyment at all and 100 is the peak level of enjoyment you could possibly
experience. Let’s say you came up with 80 on this emotional intensity scale. Now, go to the Checklist of
Possible Sub modalities (PPT Slide), and let’s discover which elements are apt to create more enjoyment in
your life than others, more pleasure feelings than pain feelings.

Begin to evaluate each of the questions contained in the checklist against your experience. So, for example, as
you remember this experience and focus on the visual sub modalities, ask yourself,” is it a movie or a still
frame?’ If it’s a movie, notice how it feels. Does it feel good? Now change it to its opposite. Make it a still
frame and see what happens. Does your level enjoyment drop? Does it drop significantly? By what percentage?
As you made it a still frame, did it drop from 80 to 50, for example? Write down the impact that this change
has made so you’ll be able to utilize this distinction in the future.

Then, return the imagery to its initial form; that is, make it a movie again if that’s what it was, so you feel like
you’re back at 80 again. Then go to the next question on your checklist (PPT Slide). Is it in color or in black
and white? If it was in black and white, notice how it feels. Now, again, do the opposite to it. Add color and see
what happens. Does it raise your emotional intensity higher than 802 Write down the impact this has upon you
emotionally. If it brings you to a 95, this might be a valuable thing to remember in the future. For example,
when thinking about a task you usually avoid, if you add color to your image of it, you’ll find that your positive
emotional intensity grows immediately. Now drop the image back down to black and white, and again, notice
what happens to your emotional intensity and what a big difference this makes. Remember to always finish by
restoring the original state before going on to the next question. Put the color back into it; make it brighter
than it was before, until you’re virtually awash in vivid color.

In fact, brightness is an important sub modality for most people; brightening things intensifies their emotion. If
you think about the pleasurable experience right now, and make the image brighter and brighter, you probably
feel better, don’t your (Of course, there are exceptions. If you’re savoring the memory of a romantic moment,
and suddenly turn all the lights on full blast, that may not be entirely appropriate.) What if you were to make
the image dim, dark, and defocused? For most people, that makes it almost depressing. So make it brighter
again; make it brilliant!

Continue down your list, nothing which of these visual sub modalities changes your motional intensity the
most. Then focus on the auditory sub modalities. As you re-create the experience inside your head, how does
it sound to you? What does raising the volume do to the level of pleasure you feel? How does increasing the
tempo affect the enjoyment? By how much? Write it down, and shift as many other elements as you can think
of. If what you’re imagining is the sound of someone’s voice, experiment with different inflections and accents,
and notice what that does to the level of enjoyment you experience. If you change the quality of the sound
from smooth to silky to rough and gravelly, what happens? Remember, finish by restoring the sounds to their
original auditory form so that all the qualities continue to create pleasure for you.

Finally, focus on kinesthetic sub modalities. As you remember this pleasurable experience, how does changing
the various kinesthetic elements intensify or decrease your pleasure? Does raising the temperature make you
feel more comfortable, or does it drive you up the wall? Focus on your breathing. Where are you breathing
from? If you change the quality of your breaths from rapid and shallow to long and deep, how does this affect
the quality of your experience? Notice what a difference this makes, and write it down. What about the texture
of the image? Play around with it; change it from soft and fluffy, to wet and slimy, to gooey and sticky.

As you go through each of these changes, how does your blood feel? Write it down. When you’re done
experimenting with the whole checklist of sub modalities, go back and adjust until the most pleasurable image
re — emerges; make it real enough so you can get your hands around it and squeeze the juice from it!

As you go through these exercises, you will quickly see that some of these sub modalities are much more
powerful for you than others. We’re all made differently and have are own preferred ways of representing our
experience to ourselves. What you’ve just done was to create a blueprint that maps out how your brain is wired.
Keep it and use it; it will come in handy some day — may be today! By knowing which modalities trigger you,
you’ll know how to increase your positive emotions and decrease your negative emotions.
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For example, if you know that making something big and bright and bringing it close can tremendously
intensify your emotion, you can get yourself motivated to do something by changing its imagery to match these
criteria. You’ll also know not to make your problems big, bright and close or you’ll intensify your negative
emotions as welll You’ll know how to instantly shake yourself out of limiting state and into an energizing,
empowering one. And you can be better equipped to continue your pathway to personal power.

Knowing the large part that sub modalities play in your experience of reality is crucial in meeting challenges.
For example, whether you feel confused or on track is a matter of sub modalities. If you think about a time
when you felt confused, remember whether you were representing the experience as a picture or a movie. Then
compare it to a time when you felt that you understood something. Often when people feel confused, it’s
because they have a series of images in their heads that are piled up too closely together in a chaotic jumble
because someone as been talking too rapidly or loudly. For other people, they get confused if things are taught
to them too slowly. These individuals need to see images in a movie form, to see how things related to each
other; otherwise the process is too disassociated. Do you see how understanding someone’s sub modalities can
help you to teach them much more effectively?

The challenge is that most of us take our limiting patterns and make them big, bright, close, loud, or heavy —
whichever sub modalities we’re most attuned to — and then wonder why we feel overwhelmed! If you’ve ever
pulled yourself out of that state, it’s probably because you or somebody else took that image and changed it,
redirecting your focus. You finally said,” oh, it’s not that big a deal.” Or you worked on one aspect of it, and by
doing so; it didn’t seem like such a big project to tackle. These are simple strategies.
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Lesson 14
LEADERSHIP

Organizational Democracy and Organization Structure Link: Role of Strategic Leadership &
Environmental Uncertainty

Abstract

This theoretical paper focuses on the issue of implementing democratic principles in modern day organizations
facing turbulent and changing environments around them. The paper captures the notion of participatory style
of management through the construct; organizational democracy. It traces the origin of this construct from
theories and philosophies of political democracy. The paper also briefly describes the notion of economic
democracy and why it failed to succeed in the face of partial success of political democracy. The underlying
question which the paper raises is the role of organization structure and strategic leadership style in the
successful implementation of democratic principles in organizations in the face of a turbulent and dynamic
environment. The paper also attempts to raise some thought provoking questions for future research.

INTRODUCTION

People who grew up feeling comfortable and secure working for a manufacturing firm appreciate just how
elusive stability and security are in these days when the companies across the globe are feeling the enormous
impact of globalization on their style of work, leadership, communication, reporting mechanisms, and other
structural and contextual dimensions of present-day companies. There are a number of ways in which
organizations are coping with the reality of globalization and the need for ‘organizational excellence’ focus is
realized to be more than any other time in industrial history. Recent research has identified four threads of
corporate excellence (Daft, 2000, pp. 483). These include, strategic orientation (customer-driven, fast in
responding, ability to establish interorganizational links), Zop management leadership style (leadership vision, bias
towards action & change), organization design (horizontal structure, empowerment of employees, use of
electronic technology & e-commerce) and, corporate culture (creating a climate of trust, sharing information,
encouraging productivity through people).

The impact of globalization is no doubt different for different industries. The high-velocity industries like
electronics and information technology are probably more exposed to the impact of globalization as compared
to typical manufacturing industries, but in general, the focus on ‘productivity through people’ (Hitt & Ireland,
1999) has largely meant a participatory style of management and decision-making. This paper presents the
notion of organizational democracy to capture the participatory management style within a company and also
examines the relationship between this participatory style and other dimensions of the company like strategic
leadership style and turbulent environment.

HISTORY AND BACKGROUND OF ORGANIZATIONAL DEMOCRACY

The term democracy originated from Greek word demokratia where demo means people, and kratia referring to
power or rule, so democracy means rule of the people (Powley ¢z al. 2004). The Greeks were no doubt the first
to try to build political philosophy theories and Plato equated the three elements of human soul with the three
elements of an ideal or just state (Moore & Bruder, 2001, pp. 266). His notion of democracy is however a
degenerated form of plutocracy which results because, “a society cannot hold wealth in honor and ......
establish self-control in its citizens” (Republic). Aristotle too regarded state as an organism and defined
democracy as an improper rule by many.

Later on, during the period of renaissance, Nicolo Machiavelli’s The Prince (1532) was labeled as, “one of the
most famous political treatise of all times” (Moore & Bruder, 2001, pp. 272). In fact Machiavelli established his
reputation as the first one to advocate the notion of power politics. Lock, Rousseau, John Stuart Mill, all
mentioned “liberty” and “happiness” as essential ingredients of good governance.

By 19% Century, Karl Marx (1818 — 1883) brought in the issue of “class struggle” in the governance of a
society. He also attacked the foundations of capitalist theories by pointing out that workers produce the
product but don’t own it

Be it in the West or in the “form of varna and jati in Hindu society” (Presby, Struhl & Olsen, 2000, pp. 591) in
East, most of the philosophers who wrote on politics and its philosophy mention the classes in society and the
need for a fair and transparent governance system to bring these classes and factions together in the
formulation of a solid and whole system of political governance.
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The 20t Century is therefore labeled as the “century of democracy” as the older versions of democracy
improved in quality and further experience was gained in governance through democracy and one can witness
that from 1985 to 2000, the number of most democratic countries in the world increased from 44 to 82 and the
number of authoritarian regimes declined from 67 to 26 (Ringen, 2004).

Economic democracy, on the other hand has not witnessed such successful proliferation as its political
counterpart. Though it seems logical that economic democracy follows from the democratic principles and that
economic power should also be under the democratic control but in contrast to political democracy, economic
democracy, “does not appear to be something people are ready to take to the streets and fight for” (Ringen,
2004). In the same article on distributional theory of economic democracy, Ringen (2004) captures the failure
of economic democracy in the following way:

“Various attempts can be identified through the last century of subordinating economic resources and activities

to political control, all failures. The extreme case is that of Soviet-style command economy...... British style
nationalization of heavy industry...... French socialists’ move under President Mitterrand to nationalize major
banks...... Swedish idea of bringing capital under democratic control”.

All of these above mentioned endeavors enjoyed brief success but none lasted long.

The advocates of the concept of Inclusive Democracy recognize this failure and are of the view that, “the
world is in a multidimensional crisis, caused by concentration of power in the hands of various elites, as a result
of the establishment of the economic system of market/growth economy, its political complement in the from
of representative democracy” (Gezetlis, 2003). The principle of political democratic equality understood as
“one man one vote” does not probably apply to economic democracy and a recent case study of political
decision-making in Skanderburg, a small town in Denmark only confirms this (Sorensen & Totrfing, 2003).
Even the modern political democracy is seem to be under attack from factors like, “commercialization of
education, media consolidation, news uniformity...... extension of application of psychology from the
cultivation of consumer tastes to the cultivation of political ideology and voter perception...... and a consumer
culture that has elevated material wealth to be all, end all” (Swaney, 2003).

It would now be interesting to pose the question: Why various efforts and experiments to launch economic
democracy failed? Why the theory that political control over the economy would be conducive to economic
efficiency did not work?

The answers to these questions seem to lie in the “big tradeoff” of the economist Arthur Okum, according to
which citizens in democratic societies value both prosperity and equality, they want equality but not at the cost
of prosperity (Ringen, 2004). Slowly and gradually issues like poverty, income inequality have been absorbed in
the society with little or no political resistance. Political equality has been somewhat achieved in equal rights
and the universal vote (at least in the developed countries) while economic equality has been given up, even in
these advanced societies, as it not possible without incurring prohibitive costs. Can we imagine a society where
everyone has the same economic power? The answer to this question seems to be no as it’s understood that
real economies are comprised of different classes of people with uneven economic power, in contrast to
political power, which is more or less equal as one man has only one vote, whatever his/her economic
resources may be. Society has an upper, middle and lower class in terms of income and prosperity, though each
person within these classes has the same political power of one vote. Laclau noted earlier that, “power which is
equally distributed among all members of the community is no power at all” (Marchart, 2003), one can infer
that the control and acquisition of economic resources is power as it is not equally distributed across any
society in the world.

The political democracy, on the other hand, has seen some success and is probably one of the reasons of
successful integration of the ‘melting pot’ culture of America as it has forged a single nation from people of
remarkably diverse racial, religious, and ethnic origins through democratic principles and participatory
democracy (Braceras, 2005). Political democracy has to its credit the adoption of Civil Rights Act of 1964 to
redress and to eliminate inequality in the treatment of Black Americans. Samuel Loescher while examining the
merits of a corporate progressive value added-tax to induce spin-offs by corporate giants to enlarge pluralism,
notes the same merits of political democracy in including people to rise, but voices the above mentioned ‘big
tradeoff’ question when he asks, “would adoption of any of these alternatives (tax incentives) be as
economically efficient a use of citizens’ love’ for our democratic environment as a massive citizens’ campaign
for tax incentives to limit corporate power?” (Loescher, 1979).

The next natural question to tise is: If economic democracy has failed due to non homogenous society in terms
of income inequality and class struggle, can organizational democracy succeed in organizations?
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ORGANIZATIONAL DEMOCRACY
The idea of political democracy, as we have already seen, is deeply ingrained in Western culture. It is not
surprising therefore if the organizations based in the Western economies are viewed as natural setting in which
to extend democratic values and practices (Kerr, 2004). Organizational democracy means that members of an
organization participate in the processes of organizing and governance (Harrison et al. 2004). There is no doubt
that the idea of applying democratic principles to organizations is appealing. It is argued that increase ‘voice’
(Fenwick, 2005) of the employees ( as a result of democratic principles) would lead to higher level of
organizational commitment which would further improve implementation rates of the decisions made, reduce
dysfunctional behavior in employees and upgrade their skills and abilities due to more participation which
would ultimately lead to improved organizational performance and productivity.
But the literature also points out that organizational democracy practices do not reach out the lowest
employees as they are not in a position to capture the ‘big picture’ of organizational governance and hence the
quality of their decisions will be compromised and not up to the mark of organizational requirements
(Harrison, ez al. 2004). It is also mentioned that organizational democracy is a time consuming process which
demands sweeping changes, and fierce resistance from various worker groups and clash of interest of different
corporate players would make it even more time consuming and difficult to implement in the organizations.
Organizations are after all much like societies in the sense that they are not homogenous and parallel the rich,
middle and poor classes of society as top, middle and lower management hierarchies in organizations. In real
economies there is a surplus and no equality (Ringen, 2004) and similatly in organizations there is profit with
minimum equality among organizational members. If economic democracy has failed in society, in the face of
success of political democracy, can we not assume that democracy in organizations, which ate structured more
or less like societies, is doomed for failure as well? Is it not the nature of an organizational person to grasp
power rather than sharing it or giving it up?
These questions at least caution us to the fact that trying to blindly duplicate political democracy in
organizations will end up in failure and trouble. The recent researchers define corporate democracy as,
“referring to a system of democratic governance embedded in a supportive organizational structure that includes
shared residual claims by all members in combination with democratic decision-making rules” (Harrison, ¢f al.
2004).
We can see that this definition of organizational democracy is subject to ‘supporting organizational structures’
as a main moderating variable which will decide the fate of the application of democratic principles in
organizations. The conceptual and structural differences among different organizations are explained aptly in
the following paragraph:
“Some (organizations) are truly command-and-control organizations where attempts by employees or managers
to be more democratic are disparaged by owners and senior executives...... A few organizations are built not
just on democratic principles but are in fact ‘democratically designed communities’ where ownership,
employment and business processes are all aligned to create viable entities that achieve a high level of
results...... While larger organizations have difficulty transitioning to a full democracy, many smaller companies
have embraced a systemic approach called ‘open book management™ (Caimano, 2004).
In the nutshell, the organizational democracy principles can be summarized as follows:

e Participative management practices

e Increased ‘voice’ of employees

e Focus on change
The basic theory undetlying my proposed model of organizational democracy implementation in organizations
is based on the interaction between its structural and contextual dimensions. Organizational dimensions fall into
two categories: structural and contextual. Structural dimensions provide labels to describe the internal
characteristics of an organization and include degree of formalization, specialization, centralization in decision-
making, breadth of the span of control and, length and width of the hierarchy, while the contextual dimensions
characterize the whole organization, including its size, technology, environment, and goals (Daft, 2000, pp. 16,
17 & 18). These dimensions of organizations design interact with one another as shown in Figure 1.
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Figure 1: Interacting Contextual and Structural Dimensions of Organization Design

Environment Size
Structure
Culture 1. Formalization Technology
2. Specialization
3. Hierarchy
4, Centralization

Adapted from Daft, 2000, pp. 17: Organization Theory & Design

The above shown interaction of the contextual and structural dimensions of the organization determine the
unique design of that organization and research has proved that these dimensions or variables are
interdependent, e.g., large organization size, a routine technology, and a stable environment all tend to create an
organization that has greater formalization, specialization, and centralization (Daft, 2000, pp. 20) or mechanistic
structure (Daft, 2000, pp. 144; Sharfritz & Ott, 2001, pp. 201). Similarly, a medium size, a non-routine
technology, and a turbulent and dynamic environment tend to create an organization that has lesser

formalization, specialization, and centralization or in other words, an organic structure.
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The underlying theory of my proposed model for successful implementation of organizational democracy is
therefore, embedded in the current literature on organizational theory. Since organizational democracy requires
participative style of management, the best suited structure to achieve this would be a free flowing organic
structure and not the rigid mechanistic structure. In the sections to follow, I will address how successful
implementation of organizational democracy depends on the presence of supportive organizational structure
and two additional variables; strategic leadership style and change (captured by the environmental uncertainty).
My proposed model is shown in Figure 2. This figure is not meant to be a full-blown theoretical model, but it
does summarize and integrate some of the findings of the previous research, along with my structure-based
predictions. For example, my contention on the connection between successful implementation of
organizational democracy and organization structure is that the relationship between the two would be
augmented in the presence of two additional variables; a dynamic strategic leadership on top of an organic
structure and with a turbulent environment around the organization.

The link of organizational democracy with supportive organizational structure, strategic leadership and
turbulent environment is now described in some detail.

Supportive Organization Structures and Organizational Democracy

Most organizational theorists like Taylor and Perrow have determined two definitions of organization structure
and have evolved the concept of mechanistic versus organic structures (Kennedy, 1983; Ambrose & Schminke,
2003).

Organizations have a mechanistic or organic structure not because they like to have one, it is because of a
particular type of product/service which the organizations is offering and to the degree of environmental
stability or the lack of it, around that organization which defines and imposes the structural requirements on
the organizations. Burns and Stalker observed that external environment was related to the internal
management structure to the extent that when external environment was stable, the internal organization was
characterized by rules, procedures and a clear hierarchy of authority. The opposite was observed to be true
when the external environment confronting an organization was complex and dynamic. These organizations
tended to have loose, free-flowing and adaptive organic structure (Daft, 2000, pp. 144). Various authors and
researchers in the field of organization theory have developed sets of characteristics which are intrinsic to
mechanistic and organic structure. The following table summarizes some of these characteristics:

Table 1

Mechanistic Structure Organic Structure

1. Tasks are broken down into specialized | 1. Employee contribute to the common tasks of

separate parts the department

2. Tasks are rigidly defined 2. Tasks are adjusted and redefined through
teamwork

3. There is a strict hierarchy of authority and | 3. There’s less hierarchy of control and authority,

control, rules are many there are few rules

4. Knowledge and control of tasks are | 4. Knowledge and control are located anywhere

centralized in the organization

5. Communication is vertical 5. Communication is horizontal

Source: Adapted from Richard L. Daft, 7% edition, 2001

These two above mentioned structures are in reality the two formally contrasted forms of management
systems, a mechanistic management system which is appropriate in stable conditions and the organic form
which is appropriate to changing conditions (Shafritz & Ott, 2001, pp. 201- 201).

Michael Porter’s framework of competitive strategies of either low cost leadership or differentiation also
captures the same structural differences among organizations as a result of their interaction with the
environment. His low cost leadership strategy where the organization aggressively seeks efficient facilities,
pursue cost reduction, and uses tight controls to produce the product more efficiently (Daft, 2001, pp. 60) is
clearly more suitable for mechanistic organizations rather than organic forms where the strategy of
differentiation, characterized by organizational attempts to distinguish their products or services from others,
would be more suitable.

Broadly speaking, one can conclude that organizations with an efficiency focus would be more prone to have a
mechanistic form and organizations which focus on effectiveness (or are less concerned with efficiency) would

© Copyright Virtual University of Pakistan 44



Human Resource Development (HRM-627) VU

do better with an organic structure. In a business context, increased efficiency can result from providing greater
output for a fixed set of inputs, by marinating output at reduced levels of input or combining the two
approaches, the inputs are generally seen as costs which are usually minimized in order to achieve efficiency
(Bronn et al. 2005). Other researchers have also defined organizational efficiency as cost-effectiveness or value
for money (Smith & Street, 2005; Lear & Fowler, 1997) and as fostering, “intra firm compromises
economically” (Gellner, Frick & Sadowski, 1997). It is also mentioned in the literature that corporate efficiency
is measured in terms of productivity because increased productivity leads to more competitive cost structure
and the ability to offer more competitive products and services (Chowdhury, 2005).

The discussion so far has yielded that organizational democracy cannot be blindly applied across all
organizations. There seem to be some prerequisites or some, “internal conditions that facilitate...... democratic
organizations” (Rothschild & Whitt, 1986, pp. 172). I now enlist some of these prerequisites of organizational
democracy:

1. a more provisional sense of temporality towards organizations than that of bureaucracy

2. aclimate (culture) in which constructive mutual and self-criticism can flourish

3. small size

4. homogenous membership in terms of backgrounds and values

5. a turbulent and dynamic environment around the organization so that the organization’s main focus in
innovation and idea generation (differentiation) rather than efficiency (cost leadership)

6. ateam culture

7. an internal environment where employees trust each other and this trust is emanating from the

leadership of the organization
8. ahorizontal and flat organization as opposed to a tall and vertical one

A comparison of the above mentioned prerequisites with the structural characteristics mentioned in Table 1
clearly demonstrates that organic organizations with horizontal communication, employee participation, less
vertical hierarchies and decentralization would be much more suited for the practice of democratic principles
than a large and tall bureaucratic organization.

Even in organic organizations the assumption that organizational democracy would work like political
democracy is a far fetched idea. The top management of organizations is not elected representatives like
members of a politically elected government and employees, specially the lower cadre employees, cannot be
expected to understand the longer-term repercussions of their decisions and hence the quality of these
decisions can be challenged. But organizational democracy in large and bureaucratic organizations seems just
out of question. In mechanistic organizations it’s not the people but rules and procedures and their meticulous
implementation which makes possible the successful realization of a cost leadership strategy in their intensely
competitive but relatively stable environments. There is little scope for ‘participatory’ management systems in
mechanistic organizations and hence little scope for the practice of democratic principles in these
organizations.

On the basis of the discussion so far, following is the first proposition of this paper:

Proposition 1: Organizational democracy wonld be implemented more successfully in organizations with an organic structure.
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Lesson 15
LEADERSHIP

ORGANIZATIONAL DEMOCRACY, STRUCTURES AND STRATEGIC LEADERSHIP

The study of leadership has progressed from a simple description of traits to examining complexities of
interaction between leaders and followers and since 1940s, the main approach in studying leadership focuses on
leadership styles (Athanasaw, 2003).

Hambrick and Pettigrew (2001) note two distinctions between the terms leadership and strategic leadership;
first, leadership theory refers to leaders at any level in the organization, whereas the strategic leadership theory
refers to the study of people at the top of the organization, second, in contrast to the micro focus of leadership
research on relationship between leaders and followers, strategic leadership research focuses on executive work,
not only as a relational activity but also as a strategic activity and a symbolic activity. One branch of leadership
research which has proven useful to the study of CEO-level management is the framework of
transactional/ transformational leadership (Vera and Crossan, 2004). This framework stems from the visionary
or charismatic school of leadership theory, which along with other five main schools, trait school, behavioral or
style school, contingency school, emotional intelligence school and, competency school, formulate the six main
themes or schools of leadership theories over the past 70 years or so (Dulewicz & higgs, 2003; Handy, 1982;
Partington, 2003). Recent work has suggested that the positive relationship between charismatic leadership and
performance found in earlier studies also holds true at the strategic (CEO) level (Waldman et al., 2004).
Transactional leadership, primarily Zask-focused (Turner & Muller), motivates individuals primarily through
contingent-reward exchanges. These leaders set goals, articulate explicit agreements regarding what the leader
expects from organizational members and how they will be rewarded for their efforts and commitment, and
provide constructive feedback to keep everyone on task (Howell & Hall-Merenda, 1999; Jung and Avolio,
1999). Operating within an existing system, transactional leaders seek to strengthen an organization’s culture,
strategy, and structure and hence is similar in nature to the cultural maintenance for of leadership described by
Trice and Beyer (1993) They clarify the performance criteria for followers and also explain to them what they
would receive in return (Hartog, Muijen and Koopman, 1997; Waldman et al., 2001).

Transformational leadership, primarily pegple-focused (Turner & Muller, 2005) in contrast, is charismatic,
inspirational, intellectually stimulating, and individually considerate (Avolio et al., 1999; Carless, 1998; Hartog et
al., 2004). Some researchers have treated charisma and transformational leadership as distinct concepts but
others mention transformational leaders talking of articulating a vision, which creates considerable loyalty and
trust among the followers (Tichy and DeVanna, 1986) which sounds very similar to charisma. Similarly, some
researchers use the term empowering leadership to capture five themes of this type of leadership, the themes
are leading by example, participative decision making, coaching, informing and showing concern for team
members (Srivastava, Bartol and Locke, 2006). These five themes of empowering leadership are no different
than the definition of chatismatic/transformational leadership. In this paper, therefore, the terms
transformational and charismatic leadership are used interchangeably. Similarly, House and Shamir (1993)
propose that charisma is the central concept in the theories of charismatic, transformational or visionary
leadership. Transformational/charismatic leaders help individuals transcend their self-interest for the sake of
the larger vision of the firm. They inspire others with their vision, create excitement through their enthusiasm,
and have everybody do the same. These leaders seek to raise the consciousness of followers by appealing to
higher ideals and moral values such as liberty, justice, equality, peace, and humanitarian, and not to basic
emotions such as fear, greed, jealousy, or hatred. Transformational leadership has been specified as an
important mechanism for introducing organizational change in the recent research literature (Masood, Dani,
Burns and Backhouse, 20006).

Based on these research findings, following is the second proposition formulated in this paper:

Proposition 2: Organizational democracy wonld be implemented more successfully in organizations with an organic structure and
where the strategic leadership style is that of empowering or transformational/ charismatic type.

Organizational Democracy, Structures, Strategic Leadership and Turbulent Envitonment

The relationship between organizations and environment is perhaps the most popular and conceptually
appealing aspect of the structural-contingency model (Hrebiniak and Snow, 1980). Present day theorists view
the interaction between the organization and the environment as the critical variable in determining the nature
of internal strategies and processes and point to the need to develop appropriate systems of differentiation and
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integration, depending on the degree of turbulence within the environment (Shipton, Dawson, West and
Patterson, 2002).

The organizational environment is typically divided into two levels. The most influential level is termed the task
environment and consists of firms that directly influence the setting and achievement of goals for a particular
organization. The general environment, on the other hand, has no out boundary and includes the soutce of
conditions, trends, political pressures, norms and social trends. Changes originate in the general environment
and, in turn, influence task environment phenomena (White, 1998) and it is also suggested that organizational
uncertainty is derived from failure to understand a task environment and from interdependence with elements
of task environment (Lang and Lockhart, 1990).

Milliken (1987), in a review of the literature and research on environment, developed a general definition of
environmental uncertainty, calling it “an individual’s perceived inability to predict an organization’s
environment accurately” because of a “lack ... of information” or “an inability to discriminate between relevant
and irrelevant data” (Buchko, 1994). Key managers in the industry rely on, “some minimum level of perceived
predictability — specifically, predictability relating to customer demands and competitor actions” to formulate
strategies to cope with the environmental uncertainty (Dickson and Weaver, 1997).

Environmental uncertainty has also been defined as the degree to which an environment is stable-unstable,
simple-complex, and concentrated-dispersed (Karimi, Somers and Gupta, 2004). The stable-unstable dimension
refers to whether the elements in organization task environment are dynamic. Organizational task
environments, “include all the sectors with which organizations interact directly and have the potential to
impact organizations’ ability to achieve their goals and typically include industry, market sectors, raw materials,
human resources, and, perhaps, international sectors” (Daft, 2001). Under unstable conditions, organization
task environment shift abruptly, and companies react with aggressive moves and countermoves regarding
advertising and new products. Dynamism is charactetized by the rate of change and innovation in production
and service technologies, as well as the uncertainty of customer taste and actions by the firm’s main industries.
Firms in more unstable environments face a number of similar external elements that change frequently and
unpredictably. Environmental dynamism poses the challenge of planning and control as managers must cope
with unpredictable external events and must seek to integrate and improve operating processes. To do so the
managers and decision-makers require detailed, timely information that allows them to coordinate the flow of
activities, at all levels in organization, with an understanding of process dynamics and their relationship to
organizational performance. As environmental uncertainty increases, interdependency becomes more important
due to increased need for coordination for internal resolutions and the need to link the organization with the
key elements in the task environment to detect, bring, and send information about changes in the environment
(Maier et al. 1997; Schwab et al. 1985).

The simple-complex dimensions concern environmental complexity and refer to heterogeneity, which is the
degree of similarity or differentiation within the organization task environment. Firms in these environments
face many distinctive elements that remain the same or change slowly and require very different marketing,
production, and administrative practices. Organizations in such environment have a great need for information
processing to reduce uncertainty and it is expected that the decision-makers in these organizations are more
likely to face a higher frequency of non-routine and interdependent tasks.

The concentrated-dispersed dimensions refer to scarce material and financial resources and the need to ensure
the availability of resources. Hostile task environments are characterized by severe regulatory restrictions, a
harsh and overwhelming business climate, intense competition in price, product, technology, and distribution, a
shortage of labor or raw material and the relative lack of exploitable opportunities and resources (Miller and
Friesen, 1983). Under these conditions, the organizations’ responses can be in the forms of greater integration
and coordination and establishing favorable links with key elements of its task environment. These responses
can be in the form of joint ownership, contract, joint ventures, interlocking directorates, executive recruitment,
buffering, advertising, and public relations (Daft, 2001; Kopp and Litschert, 1980). Some companies also use
innovation, marketing differentiation strategies, high quality, auxiliary services, convenient distribution, and
comprehensive warranties to induce customer loyalty in the face of a changing and turbulent environment
(Miller, Droge and Toulouse, 1988). The firm’s perception of environmental uncertainty has been attributed to
its perceptions of the level of control it exerts over its environment (Perrow, 1967). Research evidence further
suggest that firms operating in highly uncertain environments are more likely to form exchange relationships
that mitigate their organizational risk levels; conversely, firms that perceive that they have a greater degree of
control over their current and future technologies (more certain environment) are less likely to forge relational
customer-supplier exchange relationships (Pfeffer and Salanick, 1978; Fink, Edelman and Hatten, 2000).
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The use of uncertainty as an environmental variable flows from an information-processing view of
organizations, a view that explains organizational adjustments, like changes in structure, by variations in
information, as filtered by managerial perceptions of their external environment (Koberg, 1987). Duncan
(1972) made a distinction between the internal and external environments of a company. The internal
environment refers to all those internal forces operating within an organization itself, such as the company’s
goals and objectives, nature of its’ products and services, communication processes and networks within the
organization, and the educational background of the employees; the external environment refers to all those
forces outside the company, such as customers, competitors, suppliers, governments, and trade unions (Tung,
1979). Opwerall, the literature suggests that firms should adopt a more organic structure to cater to a more
complex environment where jobs ate less specialized and more complex, companies should apply a mechanistic
structure to a more predictable environment with greater subdivision of tasks and similar job assignments
(Chang, Lin and Sheu, 2002). Similarly, other theorists and researchers have suggested that increase in
environmental complexity increases need for strategic activities like developing interorganizational linkages to
cope with complexity and uncertainty of the environment (Stearns, Hoffman and Heide, 1987). The
recognizable pattern of organizational responses to environmental conditions is determined not so much by the
objective characteristics of organization-environment interactions as by managerial perceptions of the strategic
importance of the critical areas contained within different organizational functions. Researchers investigating
the link between perceived environmental uncertainty (PEU) and the relative strategic importance of different
organizational functions have found that “externally oriented functions (e.g., market research and product
development) received emphasis with high PEU but internally-oriented functions (e.g., production) assumed
more strategic importance with low PEU (Hitt, Ireland and Palia, 1982). Organizational contingency theories
traditionally have argued that when contextual variables (technology, environmental conditions) are matched
with appropriate organizational responses (centralization, communication, formalization, subdivision of work),
effectiveness of the unit will be enhanced (Morrow, 1981).

Environment and Strategic Leadership Link

While developing a theoretical model of the impact of CEO and top management leadership styles and
practices on organizational learning, Vera and Crossan (2004) argue that, “in times of change, these
(organizational learning) processes make evident the need to alter a firm’s institutionalized learning — a task best
suited to transformational leadership....in times of stability, organizational learning processes serve to refresh,
reinforce, and refine current learning — a task best suited to transactional leadership”.

Howell and Higgins (1990) suggest that champions of innovation have characteristics of transformational
leaders. These leaders rely on innovation and risk taking more than non-champions. Pinto and Slevin (1989)
found that aspects of transformational leadership, such as mission awareness, predicted the success of R&D
projects. Similarly, Keller’s (1992) work found that transformational leadership of project leaders in R&D
organizations predicted performance at two times, concurrently and a year after leadership was measured. Thite
(2000) notes that transactional leadership also predicts project success but to a lesser extent than
transformational leadership (Berson and Linton, 2005).

Organizations exhibit three types of inertial forces; cognitive inertia, motivational inertia and obligation inertia
(Gersick, 1991). During changing environments, overcoming these organizational inertial forces is viewed as an
important condition for improving organizational performance (Tichy & DeVanna, 1990). Charismatic leaders
overcome cognitive inertia (inability to think beyond one’s own schema) because their strong values shape
choices concerning strategy as they can create exciting visions of future and promote unconventional problem-
solving approaches. Motivational inertia (desire to avoid change) can be overcome through a leadet’s ability to
provide followers with confidence that changes can be positive. Finally, obligation inertia (commitment to
constituencies) can be overcome through leader’s ability to change current contractual relationships with
various stakeholders (Agle et al., 2000).

Transformational leaders, in unstable, shaky, risky, or crisis situations take on greater symbolic importance as
the followers feel the need for direction and guidance under these conditions, and therefore, willingness to a
follow a leader may be more pronounced in unstable and turbulent environments (Agle et al., 2006). Studies
also suggest that crisis and the associated stress and uncertainty may foster the emergence of charismatic
leadership and Waldman’s (2001) study empirically prove that charismatic leadership of CEO is highly related
to an organization’s performance when the environment is perceived to be uncertain and volatile, and the same
link between charismatic leadership and performance, does not come strongly in the face of certain and stable
environment.
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Based on the above discussion, following is the third proposition of this paper:

Proposition 3: Organizational democracy wonld be implemented more successfully in organizations with an organic structure and
where the strategic leadership style is that of empowering or transformational/ charismatic tpe and where the surrounding task
environment of the organization is dynamic (complex and unstable).

Concluding Remarks

This paper raises the critical question of the suitability of the application of organizational democracy in
different organizations and under the influence of the interaction between their structural and contextual
dimensions, resulting in unique settings or organizational designs and as such should serve as a food for
thought for researchers to probe the following research areas:

e Empirical testing of the underlying theme of this paper and the proposed model (figure 1) that
organizational democracy cannot be justified in mechanistic structures with stable environments
around them and that it would be mote successful in organic set ups in turbulent environments and
where the leadership style of the top management is empowering or transformational/charismatic.

e The cultural differences across various nations and their role in preparing organizations for
organizational democracy also need to be empirically studied. For example, Western societies with
their long history of involvement with democracy are perhaps more suited to apply democracy in
organizations in contrast to those nations where democracy has not been the preferred style of
governance.

e Certain industrial sectors, for example setvice sector, have inherently different structural requirements
as compared to organizations in production sector. It would make an interesting study to examine the
possibility of employing organizational democracy principles in service organizations and to gauge
their success in terms of productivity and performance to those service sector organizations where
principles of democracy are not applied.

e Similarly in high-velocity industries like Information Technology and Electronics, where the
environment is dynamic and turbulent and the rate innovation is high, the need for empowering
leadership, horizontal structures and organizational democracy would be more pronounced as
compared to other traditional production-focused industries.

e Organizational democracy as a construct needs further development in the sense that measuring
instruments be developed to try to measure it empirically. Their relationships with other
organizational variables like performance, job satisfaction, strategic leadership style and, uncertain
environment would also shed further light on this construct.
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Lesson 16

UNDERSTANDING GROUP BEHAVIOR

The behavior of a group is not merely the sum total of the behaviors of all the individuals in a group. Why?
Because individuals act differently in groups than they do when they are alone. Therefore, if we want to
understand organizational behavior more fully, we need to study groups.

WHAT IS A GROUP?

A group is defined as two or more interacting and interdependent individuals who come together to achieve
particular goals. Formal groups are work groups established by the organization that have designated work
assignments and specific tasks. In formal groups, appropriate behaviors are established by and directed toward
organizational goals.

In contrast, informal groups are social. These groups occur naturally in the workplace in response to the need
for social contact. Informal groups tend to form around friendships and common interests.

Stages of Group Development
Group development is a dynamic process and following is a brief description of its five stages:

Forming: The first stage of group development in which people join the group and then define the group’s
purpose, structure, and leadership.

Storming: The second stage of group development, which is characterized by intragroup conflict.

Norming: The third stage of group development, which is characterized by close relationships and
cohesiveness.

Performing:
The fourth stage of group development in which the group is fully functional and performs.

Adjourning: The final stage for group development for temporary groups duting which group members are
concerned with wrapping up activities rather than task performance.

Basic Group Concepts

Role: A role is a set of behavior patterns expected of someone occupying a given position in a social unit.
Norm: Norm is an acceptable standard or expectation shared by group members.

Status: Status means a prestige grading, position, or rank within a group.

Group Size: Does the group size affect the group’s overall behavior? The answer is a definite yes, but the
affect depends on the outcomes on which one is focusing. For instance, small groups are faster at completing
tasks than the large groups. However, if the group is engaged in problem solving, larger groups consistently get

better results.

A Free Rider Tendency: A group phenomenon in which members reduce their individual efforts and
contribution as the group size increases.

Group Cohesiveness: The degree to which group members are attracted to one and another and share the
group goals.

Conflict: Perceived incompatible differences that result in interference or opposition.
Conflicts are of the following types:

1. traditional conflicts

2.  human relations conflict
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3. interactionist view of conflict
4. functional conflicts
5. dysfunctional conflicts
6. task conflicts
7. relationship conflict
8. process conflict
Advantages of Group Decision Making
1. provide more complete information
2. generate more alternatives
3. increase acceptance of a solution
4. increased legitimacy
Disadvantage of Group Decision Making
1. they are time consuming
2. minority domination
3. pressure to conform
4. ambiguous responsibility
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Lesson 17

UNDERSTANDING TEAM BEHAVIOR

Most of you are already familiar with teams especially if, for no other reason, than you’ve watched organized
sports activity. Work teams are formal groups made up of interdependent individuals who are responsible for
attainment of a goal.

TYPES OF TEAMS

Although there are many ways to categorize teams, we will look at teams in terms of four characteristics:
purpose, duration, membership and, structure.

Functional Team
A type of work team composed of a manager and his or her subordinates from a particular functional area.

Self-Managed Team
A type of work team that operates without a manager and is responsible for a complete work process or
segment.

Virtual Team
A type of work team that uses computer technology to link physically dispersed members in order to achieve a
common goal.

Cross-Functional Team
A type of work team that’s a hybrid grouping of individuals who are experts in various specialties and who
work together on various tasks.

Characteristics of Effective Teams
1. goal clarity

relevant skills

mutual trust

unified commitment

good communication

negotiating skills

appropriate leadership

internal and external support

S A i ol

Management of Teams

1. Planning

2. Organizing
3. Leading

4. Controlling
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Lesson 18
EMOTIONAL FACET

Throughout this course, we’ve continually studied the mastery of emotion, and you’ve developed a broad
spectrum of tools to powerfully and rapidly change any emotion you desire. You now realize that changing how
you feel is the motivation behind virtually all of your behavior. Thus, it’s time that you develop a proactive plan
for dealing with the negative emotional patterns that you habitually experience. It’s equally important to give
yourself the gift of expanding the amount and quality of time that you spend in positive emotional states. The
arsenal of skill you have for changing our emotional states includes:

Physiology

Focus

Questions

Sub modalities

Transformational Vocabulary

Metaphorts

Neuro — Associative Conditioning

Beliefs

Compelling future

Values

Rules

References

Identity

VVVVVVVVVVVVYVY

PHYSICAL FACET

The failure of most individuals to grasp the difference between and health and fitness is hat causes them to
experience the frustration of working out is religiously and still having the same five to ten pounds stubbornly
clinging of their midsection. Talk about learned helplessness! Worse than that is the plight of those who make
exercise the centerpiece of their lives and believe that their actions ate making them healthier, yet each and
everyday they are pushing themselves one step further toward fatigue, disease and emotional upheaval.

What exactly do I mean by difference health and fitness? Fitness is “the physical ability to perform athletic
activity.” Health, however, is defined as “the state where all the systems of the body — nervous, muscular,
skeletal, circulatory, digestive, lymphatic, hormonal, etc. — are working in an optimal way....” Most people think
that fitness implies health, but the truth is that they don’t necessarily go hand in hand. It’s ideal to have both
health and fitness, but by outing health first, you will always enjoy tremendous Benefits in your life. If you
achieve fitness at the expense of health, you may not live long enough to enjoy your spectacular physique.

The biggest difference between health and fitness comes down to understanding the distinction between aerobic
and anaerobic exercise, between endurance and power. Aerobic means, literally, “with oxygen,” and refers to
moderate exercise sustained over a period of time. Your aerobic system is your system for endurance, and
encompasses the heart, lungs, blood vessels and aerobic muscles. If you activate your aerobic system with
proper exercise and diet, you burn fat as your primary fuel.

On the other hand, anaerobic means, “without oxygen,” and refers to exercises that produce short bursts of
power. Anaerobic exercise burns glycogen as its primary fuel, while causing the body to store fat. Genetics play
a part in your body’s ability to burn fat and, in fact, some people are born with a highly aerobic system already
in place. These are the people we envy who seemingly can eat anything and not gain an ounce.

Most types of exercise can be either aerobic or anaerobic. The level of intensity determines whether you are
using your aerobic or anaerobic system. Walking, jogging, running, biking, swimming, dancing, etc. can provide
cither benefit. Lower heart rates make these activities aerobic and higher heart rates make them anaerobic....
Usually, tennis, racquetball, basketball and similar sports are anaerobic.

Most Americans today have a lifestyle that causes them to live in a constantly anaerobic state, inundated with
stress and demands, compounding it with the way they choose to exercise. As a result, they train their
metabolism to continuously be anaerobic, i.c., burn glycogen as a primary source of energy. When levels of
glycogen become excessively low, the an aerobically trained metabolism turns to blood sugar as its secondary
source of fuel. This immediately disrupts your level of health and vitality.

As your anaerobic demands rob your body of blood sugar you could be using for other tasks, you immediately
begin to feel negative effects. Since your nervous system demands the use of two — thirds of our blood sugar,
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the deficit created by anaerobic exercise can cause neuromuscular problems like headaches or disorientation.
Here is a list of some telltale symptoms directly related to excessive anaerobic raining of your metabolism:
fatigue, recurrent, exercise injuries, low blood sugar patterns, depression and anxiety, fat metabolism problems,
premenstrual syndrome or circulation problems and stiff joints.
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Lesson 19
HUMAN RESOURCE DEVELOPMENT & THE ROLE OF GOVERNACE

Governance means the process of decision making and the process by which decisions are implemented or
otherwise? The concept is not new and as old as human civilization. Since governance is the process of
decision making and the process by which decisions are implemented, an analysis of governance focuses on the
formal and informal actors involved in decision making and implementing the decisions made and the formal
and informal structures that have been set in place to arrive at and implement the decisions. Government plays
a predominant role in governance both in rural and urban, beside other involved in governance depending
upon the level, like in rural areas, influential landlord, associations of farmers, cooperatives, NGOs, religious
leaders etc, while in urban areas, besides the actors as said for rural areas, media, international donors, multi-
national cooperation etc. may play a role in decision making or influencing the decision making process. Thus
governance can be used in several contexts such as corporate governance, international governance, national
governance and local governance.

Good Governance has eight major characteristics:

1) Participation: All men and women should have a voice in decision-making, either directly or through
legitimate intermediate institutions that represent their interests. Such broad participation is built on freedom of
association and speech, as well as capacities to participate constructively.

2) Rule of Law: Legal frameworks should be fair and enforced impartially, particularly the laws on human
rights.

3) Transparency: Transparency is built on the free flow of information. Processes, institutions and
information are directly accessible to those concerned with them and enough information is provided to
understand and monitor them.

4) Responsiveness: Institutions and processes try to serve all stakeholders.

5) Consensus Orientation: Good governance mediates differing interests to reach a broad consensus on what
is in the best interests of the group and, where possible, on policies and procedures.

6) Equity: All men and women have opportunities to improve or maintain their well-being.

7) Effectiveness and Efficiency: Processes and institutions produce results that meet needs while making the
best use of resources.

8) Accountability: Decision-makers in government, the private sector and civil society organizations are
accountable to the public, as well as to institutional stakeholders. This accountability differs depending on the
organization and whether the decision is internal or external to an organization. It is clear that good governance
is an ideal which is difficult to achieve in its totality. The countries, which have come close to achieve good
governance in its totality, are able to achieve sustainable human development. It is a known fact that economic
growth is a means to sustainable

Human development not an end itself. There are five aspects to sustainable human development all affecting
the living of the poor & vulnerable.

1) Empowerment: The expansion of men and women’s capabilities and choices increases their ability to
exercise those choices free of hunger, want and deprivation. It also increases their opportunity to participate in,
or endorse, decision-making affecting their lives.

2) Co-operation: With a sense of belonging important for personal fulfillment, wellbeing and a sense of
purpose and meaning, human development is concerned with the ways in which people work together and
interact.

3) Equity: The expansion of capabilities and opportunities means more than income — it also means equity,
such as an educational system to which everybody should have access.

4) Sustainability: The needs of this generation must be met without compromising the right of future
generations to free of poverty and deprivation and to exercise their basic capabilities.

5) Security: Particularly the security of livelihood. People need to be freed from threats, such as disease or
repression and from sudden harmful disruptions in their lives. According to the Human Development Report
1999, South Asia remains region divided between the types of rich and despair of the poor. A region where the
richest one-fifth areas almost 40 percent of the income and the poorest one-fifth makes do with less than 10
percent. A region where today begins with the struggle of survival for 515 million poverty ridden destines, and
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tomorrows threatens the future of 395 million illiterate adults, where women are often denied basic human
rights and minorities continue their struggle

against prejudice and discrimination, about one twelfth of the world’s population live in a state of severe
deprivation, lacking & sufficient access to adequate nutrition, health, housing, safe water, sanitation, education
and employment, so the big challenge is to put the region on the path of humane responsible development, as
what has been the main problem in the regions governance and how they can be addressed.
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Lesson 20

HUMAN RESOURCE DEVELOPMENT

The achievement of sustained and equitable development remains the greatest challenge facing the human race.
Despite good progress over the past generation, more than 1 billion people still live in acute poverty and suffer
grossly inadequate access to the resources-education, health services, infrastructure , land and credit-required to
give them a chance of a better life. The essential task of development is to provide opportunities so that these
people and hundreds of millions not much better off, can reach their potential.

World Bank, 1992

The wotld has progressed in many unique ways and directions in the last three decades. It has developed
technologically, economically and industrially. It is also richer in terms of human capabilities, facilities and
quality of living. Improvements in education, communication, technology and markets have made the world a
global village. People live longer today, are better informed, can communicate with one another across the
wortld and therefore carry on economic, professional, educational, social and other activities with ease. These
decades of development indicate the vast potential for creating a world of order, security and well-being;

The developments of the last three decades also indicate that while remarkable progress has been made in a
number of directions, the fruits of development have not benefited the world’s growing number of poor
people. And where some benefits have reached the poor, new problems are appearing in the form of
deteriorating social fabric and environmental degradation.

The world faces two major development challenges. The first is to ensure that the fruits of development reach
the neediest through equitable distribution of resources, opportunities and benefits. The second is to develop
human capabilities and address the challenges of development - political, economic and social. The few
countries that have been able to meet both these challenges have demonstrated the importance of investing in
developing people and improving the quality of their life through the adoption of human resource
development strategies.

THE CONTEXT AND THE NEED FOR HUMAN RESOURCE DEVELOPMENT

Today, there is practically no government or international agency that does not see the importance of human
resource development. The World Bank; the United Nations and its constituent bodies include UNDDP,
UNIDO, WHO, ILO, UNICEF, UNESCO, UNFPA, UNESCAP; regional bodies like ASEAN and SAARC;
the South Commission; the Commonwealth Secretariat; international non-government organizations(NGO’s);
and bilateral aid agencies, all recognize the need for , and the importance of, human resoutrce development. The
components and dimensions of human resource development which they perceive as being of strategic
importance at a given point of time, for a given country or a group of countries, may vary, but the focus is
uniform.

The context for the renewed emphasis on human resource development is significant. The structural
adjustments programmers adopted in a number of countries have brought home the vulnerability of human
development variables. The linkages between investments in human development programmes and economic
development have become sharper. There have been major international developments-such as the opening of
global markets, the increased market orientation of economies and the restructuring in socialist countries-which
have given rise to an increased competition, forcing developing countries to produce and market quality
products at competitive prices. At the same time a range of concerns, including environmental issues, the
changing role of women, the new information culture and demands for liberalization and democracy, are
influencing policy and practice.

The knowledge base surrounding human resource development is increasing rapidly, within government and
agencies. It is an area where there are many pressing demands. These demands have to be balanced. Resources
have to be found, frontiers agreed upon and strategies formulated. These are issues with which policy makers,
planners, decision makers, sectoral planners and government managers have to contend.

This course attempts to provide insights into the strategic importance of investments in developing people,
methods of doing the same, strategic choices that need to be made in developing people in terms of the
categories of people to be targeted, processes that could be used for effective implementation of human
resource development policies and programmes, and the sectoral points of attention which are critical for
development.

The course focuses particularly on the developing countries and their human resource development goals,
policies and implementation strategies. In doing so it gives particular attention to both the question of
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developing human competencies for economic and technological development and to the issue of equitable
distribution of resources, opportunities and benefits to improve the quality of life. The course thus sees human
resource development as both a means and an end itself.

The Concept and Its Dimensions

People make things happen. If people have to make things happen, they need a set of ‘circumstances’ to make
them happen. However, it is the people that create ‘circumstances’ that can help them and others to make
things happen. HRD is the process of enabling people to make things happen. It deals both with the process of
competency development in people and creation of conditions (through public policy, programmes and other
interventions) to help people apply these competencies for their own benefit and for that of others. There are
many things included and implied in such a definition of HRD. These are now briefly explained.

Competencies and Benefits

Competencies may include knowledge, skills, attitudes and values. The competencies also may deal with any
field: agriculture, industry, science, technology, management, various professions (like medicine, law,
engineering and teaching), politics, public administration, home science, cooking, labor, telecommunications,
research and tourism. The capabilities may be developed in individuals, and communities or collectives. The
competencies may be simple, like learning the alphabets, or complex, involving high technology applications
relating to medicine, space, telecommunications, defense, environment, etc. the competencies so developed
could ‘enable’ people to act and improve their own lives and those of others. Through such an enabling process
people can create more alternatives for themselves and for others and increase their choices. The above
definition also emphasizes the purpose of HRD as benefiting people, the individual, group or the community
of which the individual is a member. Such benefits may be in terms of basic needs and welfare including a
decent living or high level comforts, leisure and self actualizing opportunities.

The individual or the group should perceive these benefits as benefits. Thus increased income or purchasing
power may be a benefit for some, while freedom to choose one’s representative in the political system and
freedom of expression may be benefits for others. Thus what is the beneficial depends on the time, group and
other circumstances, and may keep changing

Human Development and Human Resource Development

Some agencies and individual writers have made a distinction between human resource development and
human development. For some, human development is a much larger and all-encompassing concept, while
HRD is limited to the skill development and knowledge acquisitions often demanded by organizations for
employment purposes. They take a limited view of HRD and attribute it as relevant to personnel management
practices of the organized sector. Such a distinction, however, is slowly disappearing with the realization that
the broadness and all-inclusive nature of the concept of HRD depend on the context in which it is used. For
example, it may have somewhat restricted meaning when used in an organizational context, though even in an
organizational context there is evidence of it being used in the same sense as human development (Silvera,
1990; Pareck and Rao, 1981). However, there seems to be a convergence of the needs and priorities set out by
various national governments, international agencies and experts in this area, whether they use the term human
development or human resource development. The main objection raised by a few to the term human resource
development is that it is a narrower concept and it connotes more of skill development. Another objection,
rather a mild one, is that the word ‘resource’ somehow seems to imply that human beings are treated like
material and other resources and as ‘instruments’ of development rather than the beneficiaties of development .
The differences are more linguistic than conceptual and seem to depend more on the region or affiliation. Thus
those associated with the UNESCAP, ILO, CIDA, Commonwealth Secretariat and other agencies seem to
prefer the term human resource development and the UNDP prefers human development. In the recent past,
even UNDP has indicated a broad meaning it is giving to the term HRD within the context of human
development. It defines HRD as referring to those

Policies and programmes that support and sustain equitable opportunities for continning acquisition and application of skills,
knowledge and competencies which promote individual antonomy and are mutually beneficial to individuals, the community and the
larger environment of which they are a par((UNDP, BPPE, 1991, p.19).
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DIMENSIONS OF DEVELOPMENT

Implied in the above conceptualization of HRD are the main facets of development of people including their
physical, intellectual, emotional, social, moral, political, spiritual and all other forms of development. People
cannot function or make things happen unless they are physically well developed, healthy and free from
disease. Thus food, nutrition and freedom from disease become important. People need to earn their food and
living by working for it. They need to engage themselves in productive activities for which again a combination
of both physical development and intellectual development are important. Intellectual development comes
through the process of education and socialization. Social development involves developing the ability to live as
a member of the society or a group and contribute to it, at the same time deriving benefits from it. The need of
coexistence of all human beings makes this development imperative. Political development ensures human
dignity through freedom of expression, democratic participation and an opportunity to influence things that is
turn influence the individual’s living. Moral and spiritual development is required to bring order, discipline and
peace into life and ensure that one person’s comfort does not become his neighbot’s poison. Thus all forms of
development of people can be included in the definition of HRD.

Targets of Development

Such a definition of HRD implies that people may be developed individually, or as groups, or as communities
and collectives. When an individual acquires capabilities, they enable the individual to make things happen.
However, societies are much more than individuals. They are required to function as groups and for historic
reasons they may also be grouped into collectives - for example, the poor or the landless are a collective of
people who are poor and without land; some of them may organize themselves to form action groups.

Human resource development also looks at the process of developing such groups and collectives to function
better or transform themselves by acquiring new competencies. Although such competencies are acquired by
individuals, there are competencies which apply only to a group. For example, the ability of a group to ensure
that credit is available to its members from a rural bank and that the individuals repay the loan as per the
understanding. Thus HRD focuses not only on the development of individuals but also on the collectives.

The target groups for development can be many: doctors, politicians, businessmen, civil servants, fieldworkers,
teachers, voluntary workers, rural leaders, farmers, unemployed youth, scientists, engineers, slum-dwellers,
children, girls, illiterates, women, labor (skilled and unskilled), primary school goers, university students, etc. the
target groups can be classified on the basis of their age, sex, current socio-economic status, past deprivation,
profession, occupation, etc. some of these groups have well-developed HRD systems or mechanisms that are
already in operation as a part of their respective sectors and/or government intervention. The teachers in most
countries, for example, have a good system of preparing themselves for their roles and continuously updating
their competencies. So are the other professionals like doctors and managers. Their efficiency and effectiveness
could be improved through sectoral interventions, as well-stabilized sectoral institutions, departments and/or
ministries exist to ensure their development and bring it in line with the needs of the country.

Some of the groups in a country have a strategic significance due to the multiplier effect their development has
on others. Women and gitls form one such group which is important because of the multiplier effect they have
on the development of others through families. Women and girls have been found to influence the education
and the well being of the entire family. Groups which have been deprived for a long time due to external
factors are another important group for equity considerations. Similarly, unemployed youth and the poor also
are important target groups - the youth, for the role they play in building the future of any nation, and the poor,
for the impact they can have on the economy once they develop besides equity consideration. Development of
the poor becomes a critical step for ensuring a sound economic development.

In summary, HRD should be treated as an integrated concept. It deals with the development of all people and
is not limited to any one section or sector. It is important and equally critical for all sectors wherever people are
involved and are required to make things happen. It is needed for all groups, but particularly the
underprivileged; it is needed for the unemployed, underemployed, the employed and the self-employed; it is
needed by the politicians, bureaucrats and intellectuals to play their roles better and more effectively; it is
needed for running the governments effectively, for improving the effectiveness of various agencies and their
services; it is needed for NGOs to be effective and play a strategic role; it is needed for mobilizing resources,
community participation and involvement; it is needed for ensuring economic, scientific and technological
development of nations; it is needed to ensure that people leave a healthy place of living for future generations.

As discussed earlier in this hand-out, HRD encompasses two major undertakings; the inculcation of
competencies and capabilities in individuals, groups and communities and, creation of conditions through
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various mechanisms to help them apply these acquired competencies and capabilities, the first part of this
course therefore, deal with understanding of human beings as individuals and, the second part revolves around
different interventions, policies and programs required to create optimal conditions so that the benefits of

HRD become far-reaching and long-lasting for the whole community.
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Lesson 21
HUMAN DEVELOPMENT INDEX (HDI)

The Human Development Index (HDI) is a comparative measure of life expectancy, literacy, education, and
standard of living for countries worldwide. It is a standard means of measuring well being, especially child
welfare. It is used to determine and indicate whether a country is a developed, developing, or underdeveloped
country and also to measure the impact of economic policies on quality of life. The index was developed in
1990 by Indian Nobel prize winner Amartya Sen, Pakistani economist Mahbub ul Haq, with help from Gustav
Ranis of Yale University and Lord Meghnad Desai of the London School of Economics and has been used
since then by the UNDP in its annual HDR. Desctibed by Sen as a "vulgar measure", because of its limitations,
it nonetheless focuses attention on aspects of development more sensible and useful than the per capita income
measure it supplanted, and is a pathway for serious researchers into the wide vatiety of more detailed measures
contained in the Human Development Reports.
The HDI measures the average achievements in a country in three basic dimensions of human development:

e Along and healthy life, as measured by life expectancy at birth.

o Knowledge, as measured by the adult literacy rate (with two-thirds weight) and the combined primary,

secondary, and tertiary gross enrollment ratio (with one-third weight).
e A decent standard of living, as measured by the log of gross domestic product (GDP) per capita at
purchasing power parity (PPP) in USD.

Each year, UN member styates are listed and ranked according to these measures. Those high on the list often
advertise it, Former Prime Minister of Canada), as a means of attracting talented immigrants (economically,
individual capital) or discouraging emigration.
An alternative measure, focusing on the amount of poverty in a country, is the Human Poverty Index

Methodology
HDI
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In general to transform a raw variable, say x, into a unit-free index between 0 and 1 (which allows different
indices to be added together), the following formula is used:
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X —min (X)
e x-index =

max (X) — min (X)
where max(x)and min(x)are the lowest and highest values the variable x can attain, respectively.

The Human Development Index (HDI) then represents the average of the following three general indices:

LE-25
Life Expectancy Index =
85-25
. 2 1
Education Index = — X ALl + X GEI
3 3
ALR-0
Adult Literacy Index (ALI) =
100-0
Gross Enrollment Index (GEI) = CGER -0
100-0

log (GDPyc) — log (100)
log (40000) — log (100)

GDP Index =

LE: Life expectancy at birth

ALR: Adult literacy rate (ages 15 and older)

CGER: Combined gross enrolment ratio for primary, secondary and tertiary schools
GDP,.: GDP per capita at PPP in USD

UNDP has created a technical note on the definition of the HDI.

Examples
Calculation examples of the indices.
Index Measure Minimum | Maximum Formula
value value
L= LE-25
Longevity |Life expectancy at birth (LE) 25 yrs 85 yrs 60
Literacy rate (LR) 0% 100% 2LR + CGER
Education | ¢, ipined gross enrolment ratio 0. 1007 E= 3
(CGER) ’ ’
GDP GDP per capita (PPP) 100 USD 40,000 USD
2.60206
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2006 report

Main article: List of countries by HDI
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The report for 2006 was launched in Cape Town, South Africa, on November 9, 2006. Its focus was on
"power, poverty and the global water crisis.. Most of the data used for the report are detived largely from 2004
or earlier, thus indicating an HDI for 2004. Not all UN member states choose to or are able to provide the
necessary statistics.

The report showed a stagnation in world HDI, as the continued improvement of developed countries was
offset by a general decline of the developing world. Countries in Sub-Saharan Africa and South Asia showed an
important decline in HDI, in comparison with last yeat's report. Other developing regions showed little to no
improvement.

A HDI below 0.5 is considered to represent /low development and 29 of the 31 countries in that category are
located in Africa, with the exceptions of Haiti and Yemen. The bottom ten countries are all in Africa. The
highest-scoring Sub-Saharan countries, Equatorial Guinea and South Africa, are ranked 120th and 121st,
respectively (with a shared HDI of 0.653).

A HDI of 0.8 or more is considered to represent high development. This includes all developed countries, such as
those in North America, Western Europe, Oceania, and Eastern Asia, as well as some developing countries in
Eastern Europe, Central and South America, Southeast Asia, the Caribbean, and the oil-rich Arabian Peninsula.

Top thirty countries (HDI range from 0.965 down to 0.885)

1. Iceland 0.968 11. Finland 0.952 21. Hong Kong 0.937
2. Norway 0.968 12. United States 0.951 22. Germany 0.935

3. Australia 0.962 13. Spain 0.949 23. Israel 0.932

4. Canada 0.961 14. Denmark 0.949 24. Greece 0.926

5. lIreland 0.959 15. Austria 0.948 25. Singapore 0.922
6. Sweden 0.956 16. United Kingdom 0.946 | 26. South Korea 0.921
7. Switzerland 0.955 17. Belgium 0.946 27. Slovenia 0.917

8. Japan 0.953 18. Luxembourg 0.944 28. Cyprus 0.903

9. Netherlands 0.953 19. New Zealand 0.943 29. Portugal 0.897

10. France 0.952 20. Italy 0.941 30. Brunei 0.894
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Top/bottom three countries by region
Asia Africa
007. Japan 0.949 047. Seychelles 0.842
022. Hong Kong 0.927 063. Mauritius 0.800
023. Israel 0.927 064. Libya 0.798
138. Nepal 175. Mali 0.338

176. Sierra Leone 0.335

177. Niger 0.311
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Lesson 22

REPORTS

This map reflects the findings of Freedom House's 2007 survey Freedom in the World, concerning the state of
world freedom in 2006. ] Free | Partly Free ] Not Free

Freedom in the World 1972-2005 Country Rankings
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This graph shows the number of nations in the different categories given above for the period for which there
are surveys, 1972-2005
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Countries highlighted in blue are designated "Electoral Democracies" in Freedom House's 2006 survey
Freedom in the World.

Since 1972, (1978 in book form) Freedom House publishes an annual report, Freedom in the World, on the
degree of democratic freedoms in nations and significant disputed territories around the world, by which it
secks to assess the current state of civil and political rights on a scale from 1 (most free) to 7 (least free). These
reports are often used by political scientists when doing research. The ranking is highly correlated with several
other ratings of democracy also frequently used by researchers.

In its 2003 report, for example, Canada (judged as fully free and democratic) got a perfect score of a "1" in civil
liberties and a "1" in political rights, earning it the designation of "free." Nigeria got a "5" and a "4", earning it
the designation of "partly free," while North Korea scored the lowest rank of "7-7", and was thus dubbed "not
free." Nations are scored from 0 to 4 on several questions and the sum determines the rankings. Example
questions: "Is the head of state and/or head of government or other chief authority elected through free and
fair elections?”, "Is there an independent judiciary?", "Are there free trade unions and peasant organizations or
equivalents, and is there effective collective bargaining? Are there free professional and other private
organizations?" Freedom House states that the rights and liberties of the survey is detived in large measure
from the Universal Declaration of Human Rights.

The research and ratings process involved two dozen analysts and more than a dozen senior-level academic
advisors. The eight members of the core research team headquartered in New York, along with 16 outside
consultant analysts, prepared the country and territory reports. The analysts used a broad range of sources of
information--including foreign and domestic news reports, academic analyses, nongovernmental organizations,
think tanks, individual professional contacts, and visits to the region--in preparing the reports.

The country and territory ratings were proposed by the analyst responsible for each related report. The ratings
were reviewed individually and on a comparative basis in a series of six regional meetings--Asia-Pacific, Central
and Eastern Europe and the Former Soviet Union, Latin America and the Caribbean, Middle East and North
Africa, Sub-Saharan Africa, and Western Europe--involving the analysts, academic advisors with expertise in
each region, and Freedom House staff. The ratings were compared to the previous year's findings, and any
major proposed numerical shifts or category changes were subjected to more intensive scrutiny. These reviews
were followed by cross-regional assessments in which efforts were made to ensure comparability and
consistency in the findings. Many of the key country reports were also reviewed by the academic advisers.
Regardless, such a process contains elements of subjectivity.

The survey's methodology is reviewed periodically by an advisory committee of political scientists with
expertise in methodological issues.

Freedom House also produces annual reports on press freedom (Press Freedom Survey), governance in the
nations of the former Soviet Union (Nations in Transif), and countries on the bordetline of democracy (Countries
at the Crossroads). In addition, one-time reports have included a survey of women's freedoms in the Middle East.

Freedom House generally uses standard geographic regions for its reports, though it groups the countries of
the Middle East and North Africa together, separately from Sub-Saharan Africa; and it still uses the arguably
outdated concept of Western Europe, to include countries such as Turkey and Cyprus, while categorizing
Central and Eastern FEurope separately -- a division stemming from the Cold War era which ignores the
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eastwards expansion of such organizations such the EU and NATO. However, these groupings have nothing
to do with the individual country ratings; they're merely used to make nations easier to find when perusing their
reports, and also for comparative statistics between the modern day and the ratings of decades past.

Criticisms of Freedom House Methodology

The methodology Freedom House uses for its reports has been criticised for its perceived bias towards
countries with pro-US positions. By relying on 'experts' or judges', the methodology is claimed to fall into the
what is described as 'systematic measurement etrot”: "Regardless of the direction of distortions, it is highly
likely that every set of indicators formed by a single author or organization contains systematic measurement
error. The origin of this measure lies in the common methodology of forming measures. Selectivity of
information and various traits of the judges fuse into a distinct form of bias that is likely to characterize all
indicators from a common publication.

Other activities

In addition to these reports, Freedom House participates in advocacy initiatives, currently focused on North
Korea, Africa, and religious freedom. It has offices in a number of countries, where it promotes and assists
local human rights workers and non-government organizations.

On January 12, 2000, as part of a crackdown on unauthorized nongovernmental organizations, the Uzbek
government ordered Freedom House to suspend operations in Uzbekistan. Resource and Information Centers
managed by Freedom House in Tashkent, Namangan, and Samarkand offered access to materials and books on
human rights, as well as technical equipment, such as computers, copiers and Internet access. The government
warned that criminal proceedings could be brought against Uzbek staff members and visitors following recent
amendments to the criminal code and Code on Administrative Liability of Uzbekistan. Other human rights
groups have been similarly threatened and obliged to suspend operations.

Freedom House is a member of the International Freedom of Expression Exchange, a global network of more
than 70 non-governmental organisations that monitors free expression violations around the world and
defends journalists, writers and others who are persecuted for exercising their right to freedom of expression.
The Financial Times has reported that Freedom House is one of several organisations selected by the State
Department to receive funding for 'clandestine activities' inside Iran. In a research study, with Mr Ackerman
acting as chief adviser, Freedom House sets out its conclusions: "Far more often than is generally understood,
the change agent is broad-based, non-violent civic resistance - which employs tactics such as boycotts, mass
protests, blockades, strikes and civil disobedience to de-legitimate authoritarian rulers and erode their sources
of support, including the loyalty of their armed defenders.

Regarding regime change, the organization states "Freedom House works directly with men and women around
the world to expand the political rights and civil liberties they experience in their countries. More specifically,
Freedom House focuses on initiatives that contribute to long-term stability and growth in countries, such as
strengthening civil society, promoting open government, defending human rights, and facilitating the free flow
of information and ideas. While these activities - and the liberties they represent - may be threatening to some
repressive governments, Freedom House does not initiate or sponsor regime change or popular revolutions.
We help men and women of good will to improve their own societies.

Criticism and praise

As noted in the section on organization above, Freedom House receives most of its funding from the US
government, and prominent US government officials reside on its board, most notably neo-conservatives.
These ties to state power and rightist institutions have been criticized. The organisation states that its board of
trustees contains Democrats, Republicans and Independents who are a mix of business and labor leaders,
former senior government officials, scholars and journalists.

Noam Chomsky describes how Freedom House "had interlocks with AIM, the World Anticommunist League,
Resistance International, and U.S. government bodies such as Radio Free Europe and the CIA, and has long
served as a virtual propaganda arm of the (U.S) government and international right wing. He justifies this claim
by presenting a series of national elections generally considered as staged, that the Freedom House observers
however found "fair". He also criticizes the unconditional support of Freedom House members to all U.S.
international militaty interventions, and the expenditure of "substantial resources in criticizing the media for
insufficient sympathy with U.S. foreign-policy ventures and excessively harsh criticism of U.S. client states."
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In May 2001, the Committee on Non-Governmental Organizations of the United Nations heard arguments
pro and against Freedom House. Representatives of Cuba described the organization as a U.S. foreign policy
instrument linked to the CIA and "submitted proof of the politically motivated, interventionist activities the
NGO (Freedom House) cartried out against their Government". They also pointed out the lack of criticism of
U.S. human rights violations in the annual reports. These violations are well documented by other reports, such
as those of Human Rights Watch. Other countries such as China and Germany also offered criticism. The
Russian Federation representative also inquired "why this organization, an NGO which defended human rights,
was against the creation of the International Criminal Court". The United States representative denied the links
between Freedom House and CIA and pointed out that "his country was not immune from criticism from
Freedom House" and that "the organization was a human rights organization, which sought to represent those
who did not have a voice".
We must also remember that the organisation was formed by the United States government, which already
makes it a not neutral-starting point. On a similar line, Freedom House has also been criticized by Justin
Raimondo, who claims that "Freedom House standards are elastic, bending to the dictates of American foreign
policy.
Freedom House reports have criticized both the United States and its major allies to a certain extent, for
example in its 2006 report on the U.S. and Israel. Nevertheless, Israel earns good scores in political and civil
rights, despite international perception that the Israeli state violates the rights of Arab populations. Evidently,
Freedom House has also been critical of some traditional US allies, such as Saudi Arabia and Chile under
Pinochet, classifying them as "Not Free" It was also strongly critical of apartheid South Africa and military
dictatorships in Latin America. However, it could be argued that not to criticize the lack of political freedom of
these regimes would be contradictory.
Despite the criticism, many thinkers defend the organization's dedication to the promotion of human rights.
Writing in the rightist National Review Online, John R. Miller, a research professor at the George Washington
University’s Elliott School, states that
Freedom House has unwaveringly raised the standard of freedom in evaluating fascist counttries,
Communist regimes, and plain old, dictatorial thugocracies. Its annual rankings are read and used in
the United Nations and other international organizations, as well as by the U.S. State Department.
Policy and aid decisions are influenced by Freedom House’s report. Those fighting for freedom in
countries lacking it ate encouraged or discouraged by what Freedom House’s report covers. And
sometimes — most importantly — their governments are moved to greater effort.
Miller nevertheless criticized the organization in 2007

GINI COEFFICIENT
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Graphical representation of the Gini coefficient
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The Gini coefficient is a measure of inequality of income distribution or inequality of wealth distribution. It is
defined as a ratio with values between 0 and 1: the numerator is the area between the Lorenz curve of the
distribution and the uniform distribution line; the denominator is the area under the uniform distribution line.
Thus, a low Gini coefficient indicates more equal income or wealth distribution, while a high Gini coefficient
indicates more unequal distribution. 0 corresponds to perfect equality (e.g. everyone has the same income) and
1 corresponds to perfect inequality (e.g. one person has all the income, while everyone else has zero income).
The Gini coefficient requires that no one have a negative net income or wealth.

The Gini coefficient was developed by the Italian statistician Corrado Gini and published in his 1912 paper
"Variabilita e mutabilita" ("Variability and Mutability™).

The Gini coefficient is also commonly used for the measurement of the discriminatory power of rating systems
in credit risk management.

The Gini index is the Gini coefficient expressed as a percentage, and is equal to the Gini coefficient multiplied
by 100. (The Gini coefficient is equal to half of the relative mean difference.)

Advantages of Gini coefficient as a measure of inequality

e The Gini coefficient's main advantage is that it is a measure of inequality by means of a ratio analysis,
rather than a variable unrepresentative of most of the population, such as per capita income or gross
domestic product.

e It can be used to compare income distributions across different population sectors as well as countries,
for example the Gini coefficient for urban areas differs from that of rural areas in many countries
(though the United States' urban and rural Gini coefficients are neatly identical).

e It is sufficiently simple that it can be compared across countries and be easily interpreted. GDP
statistics are often criticised as they do not represent changes for the whole population; the Gini
coefficient demonstrates how income has changed for poor and rich. If the Gini coefficient is rising as
well as GDP, poverty may not be improving for the majority of the population.

e The Gini coefficient can be used to indicate how the distribution of income has changed within a
country over a period of time, thus it is possible to see if inequality is increasing or decreasing.

e The Gini coefficient satisfies four important principles:

0 Anonymity: it does not matter who the high and low earners are.

0 Scale independence: the Gini coefficient does not consider the size of the economy, the way it is
measured, or whether it is a rich or poor country on average.

O Population independence: it does not matter how large the population of the country is.

0 Transfer principle: if income (less than the difference), is transferred from a rich person to a poor
person the resulting distribution is more equal.

Disadvantages of Gini Coefficient as a Measure of Inequality

The Gini coefficient of different sets of people cannot be averaged to obtain the Gini coefficient of all the
people in the sets: if a Gini coefficient were to be calculated for each person it would always be zero. When
measuring its value for a large, economically diverse country, a much higher coefficient than each of its regions
has individually will result.

For this reason the scores calculated for individual countries within the EU are difficult to compare with the
score of the entire US: the overall value for the EU should be used in that case, 31.3, which is still much lower
than the United States', 45. Using decomposable inequality measures (e.g. the Theil index T converted by 1 — ¢
- Tinto a inequality coefficient) averts such problems.

The Lorenz curve may understate the actual amount of inequality if richer households are able to use income
more efficiently than lower income households. From another point of view, measured inequality may be the
result of more or less efficient use of household incomes.

Economies with similar incomes and Gini coefficients can still have very different income distributions. This is
because the Lorenz curves can have different shapes and yet still yield the same Gini coefficient. As an extreme
example, an economy where half the households have no income, and the other half share income equally has a
Gini coefficient of 2; but an economy with complete income equality, except for one wealthy household that
has half the total income, also has a Gini coefficient of Y2. In practice, such distributions don't exist, and
therefore, the impact of different but realistic curves is less obvious.
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GROSS NATIONAL HAPPINESS

Gross National Happiness (GNH) is an attempt to define quality of life in more holistic and psychological
terms than Gross National Product.

The term was coined by Bhutan's King Jigme Singye Wangchuck in 1972. It signaled his commitment to
building an economy that would serve Bhutan's unique culture based on Buddhist spiritual values. Like many
worthy moral goals it is somewhat easier to state than to define, nonetheless, it serves as a unifying vision for
the Five Year planning process and all the derived planning documents that guide the economic and
development plans to the country.

While conventional development models stress economic growth as the ultimate objective, the concept of
GNH claims to be based on the premise that true development of human society takes place when material and
spiritual development occur side by side to complement and reinforce each other. The four pillars of GNH are
the promotion of equitable and sustainable socio-economic development, preservation and promotion of
cultural values, conservation of the natural environment, and establishment of good governance

Qualitative and Quantitative Indicators

There is no exact quantitative definition of GNH.

GNH is a qualitative condition that is often discussed in tandem with the Genuine Progress Indicator which,
unlike GNP, attempts to quantify well-being and happiness. The two measures agree, however, that subjective
measures like well-being are more relevant and important than more objective measures like consumption.
According to Daniel Kahneman, a Princeton University psychologist, the indicator is measured using a new
technique called the day reconstruction method. It consists in recollecting memories of the previous working
day by writing a short diary.

Happiness as Understood by Classical Liberalism

Under classical liberal economic theory happiness was already an economic measurement used interchangeably
with utility as well as the general welfare. Classical liberal economists attempt to quantify happiness through
measurements in consumption and profits. For example if X product is consumed in good quantity for high
profit, classical liberal economists argue that societies know that this good, and all the factors used in the
production of the good, generate a great deal of happiness for society. It is this equating of high consumption
levels with happiness that has been challenged by proponents of GNH.

Criticism of GNH

Critics allege that because GNH depends on a series of subjective judgments about well-being, governments
may be able to define GNH in a way that suits their interests. In the case of Bhutan, for instance, they say that
the government expelled about one hundred thousand people and stripped them of their Bhutanese citizenship
on the grounds that the deportees were ethnic Nepalese who had settled in the country illegally. While this
would reduce Bhutan's wealth by most traditional measures such as GDP, the Bhutan government claims it has
not reduced Bhutan's GNH.

Alternative indicators of economic progress have also been supported by a number of NGOs such as the UK's
New Economics Foundation, and are employed in some governments notably in Europe and Canada.
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SECTORS OF A SOCIETY: SOME BASIC CONCEPTS

PUBLIC SECTOR

public sector is the part of economic and administrative life that deals with the delivery of goods and services
by and for the government, whether national, regional or local/municipal.

Examples of public sector activity range from delivering social security, administering urban planning and
organizing national defences.

The organization of the public sector (public ownership) can take several forms, including:

e Direct administration funded through taxation; the delivering organization generally has no specific
requirement to meet commercial success criteria, and production decisions are determined by
government.

e DPublicly owned corporations (in some contexts, especially manufacturing, "State-owned enterprises”);
which differ from direct administration in that they have greater commercial freedoms and are
expected to operate according to commercial critetia, and production decisions are not generally taken
by government (although goals may be set for them by government).

e Partial outsourcing (of the scale many businesses do, e.g. for IT services), is considered a public sector
model.

A borderline form is

e Complete outsourcing or contracting out, with a privately owned corporation delivering the entire
service on behalf of government. This may be considered a mixture of private sector operations with
public ownership of assets, although in some forms the private sector's control and/or risk is so great
that the service may no longer be considered part of the public sector. (See Britain's Private Finance
Initiative.)

In spite of their name, public companies are not part of the public sector; they are a particular kind of private
sector company that can offer their shares for sale to the general public.

The decision about what are proper matters for the public sector as opposed to the private sector is probably
the single most important dividing line among socialist, liberal, conservative, and libertarian political
philosophy, with (broadly) socialists preferring greater state involvement, libertarians favoring minimal state
involvement, and consetvatives and liberals favouring state involvement in some aspects of the society but not
others.

PRIVATE SECTOR

The private sector is fundamental part of the economy that is both run for profit and is not controlled by the
state. By contrast, enterprises that are part of the state are part of the public sector; non-profit organizations are
regarded as part of the voluntary sector.

A variety of legal structures exist for private sector business organizations, the most common of which is the
limited company. However, there are many other structures available, such as partnerships and limited
partnerships. A significant part of the private sector consists of individuals who trade directly, without being
part of a company; these are known as sole traders.

Capitalism revolves primarily around the private sector controlling industry. The private sector is generally
largest in capitalist and mixed economies.

The private sector employs the majority of the workforce in some countries. In some countries such as the
People's Republic of China, the public sector employs most of the workers.

Even in countries where the private sector is regulated or even forbidden, some types of private business
continue to operate within the Black Market.

The private sector is also integrated into the workings of the public sector, with the use of outsourcing or
government contracts.

VOLUNTARY SECTOR

The voluntary sector of a nation's economy consists of those entities which are not for profit and yet, at the
same time, are not agencies of the state - e.g. charities, volunteer community centres and religious
organizations. They may, in some countries, be subject to state scrutiny if they wish to qualify for charitable
status.
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The UK government sees the Third Sector as "the place between State and (the) private sectot" : see Cabinet
Office - Office of the Third Sector Organisations within the Third Sector have social goals that are their main
reason for being. The term 'voluntary sector' is restrictive to the extent that it excludes certain activities such as
social enterprise, and social entrepreneurship, both of which are ways of addressing social problems.

CIVIL SOCIETY

Civil society is composed of the totality of voluntary civic and social organizations and institutions that form
the basis of a functioning society as opposed to the force-backed structures of a state (regardless of that state's
political system) and commercial institutions.

The term is often traced to Adam Ferguson, who saw the development of a "commercial state" as a way to
change the corrupt feudal order and strengthen the liberty of the individual. While Ferguson did not draw a line
between the state and the society, Georg Wilhelm Friedrich Hegel, a German philosopher, made this
distinction in his Elements of the Philosophy of Right. In this wortk, civil society (Hegel used the term "buergetliche
Gesellschaft" though it is now referred to as Zivilgesellschaft in German to emphasize a more inclusive
community) was a stage on the dialectical relationship between Hegel's perceived opposites, the macro-
community of the state and the micro-community of the family. Broadly speaking, the term was split, like
Hegel's followers, to the political left and right. On the left, it became the foundation for Karl Marx’s bourgeois
society; to the right it became a description for all non-state aspects of society, expanding out of the economic
rigidity of Marxism into culture, society and politics.

Definition

There are myriad definitions of i/ society. The London School of Economics Centre for Civil Society working
definition is illustrative:

Civil society refers to the arena of uncoerced collective action around shared interests, purposes and values. In
theory, its institutional forms are distinct from those of the state, family and market, though in practice, the
boundaries between state, civil society, family and market are often complex, blurred and negotiated. Civil
society commonly embraces a diversity of spaces, actors and institutional forms, varying in their degree of
formality, autonomy and power. Civil societies are often populated by organisations such as registered charities,
development non-governmental organisations, community groups, women's otganisations, faith-based
organisations, professional associations, trade unions, self-help groups, social movements, business
associations, coalitions and advocacy groups.
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NON GOVERNMENTAL ORGANIZATIONS (NGOS)

A non-governmental organization (NGO) is a private institution that is independent of the government
although many NGOs, particular in the global South, are funded by Northern governments. Anheier places the
number of internationally operating NGOs at 40,000. National numbers are even higher: Russia has 400,000
NGOs. India is estimated to have between 1 and 2 million NGOs.

History

International non-governmental organizations have a history dating back to at least the mid-nineteenth century.
They were important in the anti-slavery movement and the movement for women's suffrage, and reached a
peak at the time of the Wotld Disarmament Conference. However, the phrase "non-governmental
organization" only came into popular use with the establishment of the United Nations Organization in 1945
with provisions in Article 71 of Chapter 10 of the United Nations Charter for a consultative role for
organizations which are neither governments nor member states — see Consultative Status. The definition of
"international NGO" (INGO) is first given in resolution 288 (X) of ECOSOC on February 27, 1950: it is
defined as "any international organisation that is not founded by an international treaty". The vital role of
NGOs and other "major groups" in sustainable development was recognized in Chapter 27 of Agenda 21,
leading to intense arrangements for a consultative relationship between the United Nations and non-
governmental organizations.

Globalization during the 20th century gave rise to the importance of NGOs. Many problems could not be
solved within a nation. International treaties and international organizations such as the World Trade
Organization were perceived as being too centered on the interests of capitalist enterprises. Some argued that
in an attempt to counterbalance this trend, NGOs have developed to emphasize humanitarian issues,
developmental aid and sustainable development. A prominent example of this is the World Social Forum which
is a rival convention to the World Economic Forum held annually in January in Davos, Switzerland. The fifth
World Social Forum in Porto Alegre, Brazil, in January 2005 was attended by representatives from more than
1,000 NGOs. Others argue that NGOs are often imperialist in nature and that the fulfil a similar function to
that of the clergy during the high colonial era.

Types

Apart from NGO' often alternative terms are used as for example independent sector, volunteer sector, civil
society, grassroots organizations, transnational social movement organizations, private voluntary organizations,
self-help organizations and non-state actors (NSAs).

Nongovernmental organizations are a heterogeneous group. A long list of acronyms has developed around the
term 'NGO'.

These include:

e INGO stands for international NGO, such as Doctors Without Borders / Médecins Sans Frontiéres;

e BINGO is short for business-oriented international NGO;

e ENGO, shortt for environmental NGO, such as Global 2000;

e  GONGOs are government-operated NGOs, which may have been set up by governments to look like
NGOs in order to qualify for outside aid or promote the interests of the government in question;

e QUANGOs are quasi-autonomous non-governmental organisations, such as the International
Organization for Standardization (ISO). (The ISO is actually not purely an NGO, since its
membership is by nation, and each nation is represented by what the ISO Council determines to be the
'most broadly representative' standardizaton body of a nation. That body might itself be a
nongovernmental organization; for example, the United States is represented in ISO by the American
National Standards Institute, which is independent of the federal government. However, other
countries can be represented by national governmental agencies; this is the trend in Europe.)

e TANGQO, short for technical assistance NGO;

There are also numerous classifications of NGOs. The typology the World Bank uses divides them into
Operational and Advocacy:

The primary purpose of an operational NGO is the design and implementation of development-related
projects. One frequently used categorization is the division into 'relief-otiented' ot 'development-otiented'
organizations; they can also be classified according to whether they stress service delivery or participation; or
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whether they are religious or secular; and whether they are more public or private-oriented. Operational NGOs
can be community-based, national or international.

The primary purpose of an Advocacy NGO is to defend or promote a specific cause. As opposed to
operational project management, these organizations typically try to raise awareness, acceptance and knowledge
by lobbying, press work and activist events.

USAID refers to NGOs as private voluntary organizations. However many scholars have argued that this definition
is highly problematic as many NGOs are in fact state and corporate funded and managed projects with
professional staff.

NGOs exist for a variety of reasons, usually to further the political or social goals of their members or
founders. Examples include improving the state of the natural environment, encouraging the observance of
human rights, improving the welfare of the disadvantaged, or representing a corporate agenda. However, there
are a huge number of such organizations and their goals cover a broad range of political and philosophical
positions. This can also easily be applied to private schools and athletic organizations.

Methods

NGOs vary in their methods. Some act primarily as lobbyists, while others conduct programs and activities
primarily. For instance, an NGO such as Oxfam, concerned with poverty alleviation, might provide needy
people with the equipment and skills to find food and clean drinking water.

Public relations: Non-governmental organizations need healthy relationships with the public to meet their
goals. Foundations and charities use sophisticated public relations campaigns to raise funds and employ
standard lobbying techniques with governments. Interest groups may be of political importance because of
their ability to influence social and political outcomes. At times NGOs seck to mobilize public support.
Consulting: Many international NGOs have a consultative status with United Nations agencies relevant to
their area of work. As an example, the Third World Network has a consultative status with the UN Conference
on Trade and Development (UNCTAD) and the UN Economic and Social Council (ECOSOC). While in
1946, only 41 NGOs had consultative status with the ECOSOC, by 2003 this number had risen to 3550.
Project management: There is an increasing awareness that management techniques are crucial to project
success in non-governmental organizations. Generally, non-governmental organizations that are private have
either a community or environmental focus. They address varieties of issues such as religion, emergency aid, or
humanitarian affairs. They mobilize public support and voluntary contributions for aid; they often have strong
links with community groups in developing countries, and they often work in areas where government-to-
government aid is not possible. NGOs are accepted as a part of the international relations landscape, and while
they influence national and multilateral policy-making, increasingly they are more directly involved in local
action.

Management

Two management trends are particularly relevant to NGOs: diversity management and participatory
management. Diversity management deals with different cultures in an organization. Intercultural problems are
prevalent in Northern NGOs which are engaged in developmental activities in the South. Personnel coming
from a rich country are faced with a completely different approach of doing things in the target country. A
participatory management style is said to be typical of NGOs. It is intricately tied to the concept of a learning
organization: all people within the organization are perceived as sources for knowledge and skills. To develop
the organization, individuals have to be able to contribute in the decision making process and they need to
learn.

Staffing

Not all people working for non-governmental organizations are volunteers. Paid staff members typically receive
lower pay than in the commercial private sector. Employees are highly committed to the aims and principles of
the organization. The reasons people volunteer are not necessarily purely altruistic, and can provide immediate
benefits for themselves as well as those they serve, including skills, experience, and contacts.

There is some dispute as to whether expatriates should be sent to developing countries. Frequently this type of
personnel is employed to satisfy a donor who wants to see the supported project managed by someone from an
industrialized country. However, the expertise these employees or volunteers may have can be counterbalanced
by a number of factors: the cost of foreigners is typically higher, they have no grassroot connections in the
country they are sent to, and local expertise is often undervalued.
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The NGO sector is an important employer in terms of numbers. For example, by the end of 1995,
CONCERN worldwide, an international Northern NGO working against poverty, employed 174 expatriates
and just over 5,000 national staff working in ten developing countries in Africa and Asia, and in Haiti.

Funding

Large NGOs may have annual budgets in the hundreds of millions or billions of dollars. For instance, the
budget of the American Association of Retired Persons (AARP) was over US$540 million in 1999.. Funding
such large budgets demands significant fundraising efforts on the part of most NGOs. Major sources of NGO
funding include membership dues, the sale of goods and services, grants from international institutions or
national governments, and private donations. Several EU grants provide funds accessible to NGOs.

Even though the term "non-governmental organization” implies independence from governments, some
NGOs depend heavily on governments for their funding. A quarter of the US$162 million income in 1998 of
the famine-relief organization Oxfam was donated by the British government and the EU. The Christian relief
and development organization World Vision collected US$55 million worth of goods in 1998 from the
American government. Nobel Prize winner Médecins Sans Frontieres (MSF) (known in the USA as Doctors
Without Borders) gets 46% of its income from government sources.

Monitoring and control

In a March 2000 report on United Nations Reform priorities, U.N. Secretary General Kofi Annan wrote in
favor of international humanitarian intervention, arguing that the international community has a "right to
protect” citizens of the world against ethnic cleansing, genocide, and crimes against humanity. On the heels of
the report, the Canadian government launched the Responsibility to Protect RPPDF (434) project, outlining
the issue of humanitarian intervention. While the R2P doctrine has wide applications, among the more
controversial has been the Canadian government's use of R2P to justify its intervention and suppott of the
coup in Haiti.

Years after R2P, the World Federalist Movement, an organization which supports "the creation of democratic
global structures accountable to the citizens of the world and call for the division of international authority
among separate agencies", has launched Responsibility to Protect - Engaging Civil Society (R2PCS). A
collaboration between the WFM and the Canadian government, this project aims to bring NGOs into lockstep
with the principles outlined under the original R2P project.

NGO Monitor is a conservative pro-Israel site which aims to promote "critical debate and accountability of
human rights NGOs in the Arab-Israeli conflict." The organization has successfully conducted campaigns
against Oxfam and the Ford Foundation — leading to