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LEARNING OBJECTIVES

On completion of the Unit, you will be able to explain: Directing and its importance.
 Characteristics of Direction.
 Principles of Directing.
 Elements of Directing.
13.1

INTRODUCTION

Directing is said to be a process in which the managers instruct, guide and oversee the
performance of the workers to achieve predetermined goals. All other function have got
no importance if direction function does not take place. For this Directing is called the
heart of Management process.
Directing initiates action and it is from here actual process of work begins. Direction is
consisting of human factors. In simple words, it provides guidance to workers is doing
work. In the field of management, direction is said to be all those activities which are
designed to encourage and guide the subordinates to work effectively as well as
efficiently.
Definitions:
According to Human, “Directing consists of process or technique by which instruction
can be issued and operations can be carried out as originally planned”
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According to Marshall, ”Directing involves determining the course, giving orders,
instructions and providing dynamic leadership”.
According to G.R.Terry, Directing/Direction is ,“Activating means and moving in to
action-supplying simulative power to the group”.
According to Koontz and O ‘Donnell; “directing is a complex function that includes all
those activities which are designed to encourage subordinate to work effectively and
efficiently in both the short and long-run.”
From the above definitions, we can gather that, Directing is the function of guiding,
inspiring, overseeing and instructing people towards realisation of common of
organizational goals.
13.2

CHARACTERISTICS OF DIRECTING

Direction as a function has got the following characteristics:
1. Pervasive Function – It is pervasive because it is a prerequisite in all the
managerial functions. Directing is also required at all levels of organization.
Every manager provides guidance and direction to his subordinates whatever
may be the activity.
2. Continuous Activity - Direction is a continuous activity throughout the life of
the organization.
3. Human Factor - Directing function relates to superior- subordinates
relationship. Therefore it is related to human factor. As human factor is complex
and multidimensional so human behaviour is. As such direction function
becomes highly important.
4. Creative Activity -Organisational plans are converted to performance through
the active intervention of Direction. Without this function, people would
become inactive and rest of the resources would prove meaningless. The
creative integration of physical resources with human intervention is made
possible by direction alone.
5. Executive Function – As Direction is essentially a function of giving
instructions, issuance of orders and providing guidance by managers at all levels
to the subordinates for effective execution, it remains basically an executive
function.
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13.3

IMPORTANCE OF DIRECTING

Few philosophers call Direction as “Life spark of an enterprise”. It is also called as on
actuating function of management because it is through this function that actual
operation of an organisation actually begins. Being the pivotal character of enterprise,
it’s importance cannot be undermined. The following are the benefits of direction.
1. It Triggers Actions - Whatever plans are laid, implemented cannot be said to
have been made unless and until the actual work starts. Actual work commence
only necessary directions are given or orders issued. To the subordinates. It is
here that direction becomes beneficial.
2. It Integrates Efforts - Through direction, the superiors are able to instruct,
inspire and guide the subordinates to work. For this, efforts of every individual
towards accomplishment of goals are required. It is through direction the efforts
of every individual, group or department can be interrelated and integrated. This
can be done through persuasive leadership and effective communication.
Integration of efforts bring effectiveness and stability in a concern which is
made possible by direction.
3. Means of Motivation - A manager makes use of the element of motivation
through direction to improve the performances of subordinates. This can be done
by providing incentives or compensation. This reward or recognition boosts the
morale of the subordinates and they are motivated to give their best, which
ultimately benefits the organisation.
4. It Provides Stability -Stability is prime concern of any organisation in a
dynamic business environment as the very survival and growth of the
organisation depends on it. This can be actualized by the mangers with the help
of four tools or elements of direction. These tools are persuasive leadership,
effective communication, strict supervision and efficient motivation. Therefore
a manager can make use of all the above four traits in him so that performance
standards can be maintained.
5. Adapting to changes – Organisation ready to adapt to changes quickly can only
sustain and survive. Resistance to change is a basic human behaviour because
everybody loves to be in old moorings. It is directing function with leadership
acumen which is of use to meet with the changing needs of the dynamic
environment both internal and external. It is the role of manager here to
communicate the nature and contents of changes very clearly to the
subordinates, so as to convince them in what ways they will be benefitted in the
changed situation..
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6. Efficient Resources Utilization – To get maximum out of minimum is the old
dictum of any organisation. This would remain as a day dream or a Slogan
without judicious intervention of direction. The resources can be utilized
properly only when less of wastages, duplication of efforts, overlapping of
performances, etc. doesn’t take place. This is possible through prudent direction
only. This also helps in maximum possible utilization of 5 Ms of management
i.e. Men, Machine, Materials, Methods and Money in reducing costs and
increasing benefits.
From the above discussion, we can justify that direction is the heart of management
process. As heart plays an important role in a human body so as direction in an
enterprise. Direction translates plans and programs in to performance with the active
support of its elements .According to Earnest Dale, “Directing is what has to be done
and in what manner through dictating the procedures and policies for accomplishing
performance standards”. Therefore, it is rightly said that direction is the essence of
management process.
13.4

PRINCIPLES OF DIRECTION

Subordinates are the frontline soldiers of organisations and effective direction leads to
greater contribution of subordinates towards organization goals. The directing function
can be well effective only when it is based on the accepted and well framed basic
principles, which are explained below:
1.

Harmony of Objectives
Harmonisation of personal interest and organisational interest must be ensured so
as to make the people realize the objectives of the group and direct their efforts
towards the achievement of their objectives. Proper realisation of common
objectives would lead to subordination of individual interest to group interest. The
interest of the group must always prevail over individual interest.

2.

Unity of Command
Source of direction should be unitary. This upholds the principle of unity of
command. It simply means that one person should receive orders from only one
superior. In other words, one person should be accountable to only one superior.
Violation of this principle would lead to confusions and chaos. If one subordinates
receives directions from two managers, which may be contradictory in nature then
authority is undermined, discipline weakened, loyalty divided and results in delays.
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3.

Unity of Direction
To have effective direction, the group should be aware of the common objective.
This will make them clear as to which way they should move on the directed line
together. In other words, each group of activities having the same objectives must
have one plan of action and must be under the control of one supervisor.

4.

Direct Supervision
The directing function of management becomes more effective if the superior
maintains direct relations in the span of control. This culminated in to direct
supervision and direct supervision infuses a sense of participation among
subordinates .This motivates them to put in their best to achieve the organizational
goals. Direct supervision also enables the managers to get proper feedback.

5.

Participative Management
When directions are issued after consulting the subordinates or by accepting their
suggestions, it becomes more effective. This also become instrumental in instilling
a sense of belongingness amongst the subordinates. In the long run it helps in
reducing labour turnover and increasing productivity.

6.

Effective Communication
The flow of instructions, ideas and feedback are essential to have an effective
direction. The faster they flow the more effective they become. This can be ensure
by an effective communication network. So, a robust and effective communication
channel, both formal and informal, is a pre-requisite for effective direction This
provides for free flow of information, suggestions, ideas, and grievances.

7.

Follow-up
Making direction effective without follow up measures is just like building castles
in the air. In order to make direction effective, a manager has to continuously follow
to ensure that guidelines are followed without deviation and subordinates are
guided properly whenever deviation is observed. This is not feasible without
follow-up. This not only helps in detecting the deviation early and controlling the
damage but also give a sense of security to the subordinates.

13.5

ELEMENTS OF DIRECTION

The important elements of direction are as followsi)
Supervision
Supervision is an important element of the directing function of management. It refers to
monitoring the progress of work of one’s subordinates to ensures that the progress is
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according to the plan and direction and guiding them properly. Supervision has an
important feature which includes face-to-face interaction between the supervisor and his
subordinates. This is an essential element of direction as it translates plans in to action.
ii)
Motivation
Motivation as an element of direction has its own role to play. Motivation is that force
which drives a man to work and keeps him working. Since human factor is the only factor
which provides mobility to other factors and dynamic in nature. This human factor is also
the deciding factor in the success or failure of an organisation. Keeping them motivated
through direction by means of monetary and nonmonetary incentives, will go a long way
in achievement of organisational objectives which measures the success of direction.
iii)
Leadership
Direction and leadership are so closely associated that sometimes they are treated in a
similar sense. The manager, who issues instructions or direct the subordinate regarding
the activities to be undertaken, is also a leader. While directing, if adequate leadership
skills are not displayed then direction will be meaningless and the purpose will be lost.
This will demotivate the subordinates and they will be directionless. Hence, leading plays
a decisive role in directing.
iv)
Communication
Directing requires act of transferring facts, ideas, figures, etc. from one person to another
in various levels of an organisation. To facilitate this the communication system should be
proper and responsive. Directing function becomes effective only when the manager
knows the intricacies of communication so as to make the subordinates understand the
instructions properly. If communication is not proper or distorted then direction fails in
guiding the subordinates. Basically, success of direction solely depends on effectiveness
of communication.
Keeping the above in view, it would not be wrong to say that Supervision, Motivation,
Leadership and Communication are the four pillars of Direction.
13.6

LET US SUM UP

Directing function of management refers to the process of instructing, guiding,
counselling, motivating and leading people in the organisation to achieve its objectives.
It is one of the key managerial functions performed by every manager. As the heart of
management functions, it strives to reach the goal by taking all along through a set of
guiding principles that streamline the process. It rests on four strong pillars of
Leadership, Supervision, Motivation and Communication to act as the life spark of an
enterprise.
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13.9

KEY TERMS
Leadership:- the action of leading a group of people or an organization.
Supervision:- the action of supervising someone or something.
Motivation:- a reason or reasons for acting or behaving in a particular way.
Communication:- the imparting or exchanging of information by speaking,
writing, or using some other medium.
Counselling:- give professional help and advice to (someone) to resolve personal
or psychological problems.
FURTHER READINGS
Pany Tushar K , Management Principles and Application, Kalyani
Prasad, L.M. Principles and Practice of Management, Sulatan Chand
Sharma gupta , Management: Principles and application , Kalyani Publishers
R. K . Singhal, Management Principle and application, V.K. Global Pub. Pvt. Ltd,
New Delhi.
Management Principles and Applications-Jhunjhunwala J Mohanty- Himalaya
Publishing House
Principles of Management: Mitra, Oxford University Press.
Griffin, R.W. – Management :Principles& Practices, Cengage Learning
Gupta R.N - Principles & Practice of Management – S. Chand A K Jha,
Management Principles and Application - Vrinda Publications (P) Ltd.
MODEL QUESTIONS

Q 1: -‘Directing is the heart of Management Functions’ Explain.
Q 2: - What are the guiding Principles of Direction?
Q 3: - What are the characteristics of Direction?
Q 4: - Write short notes on:a. Motivation
b. Supervision
c. Communication
d. Leadership
Q 5: - How do you distinguish between Direction and Supervision?
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14.0

LEARNING OBJECTIVES

After completing this unit, you will be able to know:
• About various leadership styles
• The role and responsibilities of a good leader
• Types of leaders and power concept
• Different theories and styles of leadership
14.1

INTRODUCTION

Leadership is a process by which a person influences others to accomplish aims or
objectives, using their capacity to motivate, inspire and influence others. Leadership is
related to other management concepts such as motivation, communication, authority,
power and delegation, it is the relationship through which one person influences the
behaviour and actions of other people.
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The position as a ‘manager’ gives the authority to accomplish certain tasks and
objectives, but this power or influence, perhaps through official job title, does not make
a manager a leader. Being a manager makes you ‘the boss’, but being a leader means to
motivate, inspire and influence others e.g. ‘followers’, to achieve aims or objectives,
not just from ‘bossing them around’. Natural leaders have the power to initiate action
without any formal authority.
Characteristics or ‘Personality Traits’ of good leaders









14.2

Trustworthy and a good listener
Enthusiastic and need for achievement
Confident and competent
Inspirational and motivational
Coach and counselor
Good communicator and well organized
Tolerant, diplomatic and intelligent
Committed to excellence
Adaptable and flexible
LEADERSHIP STYLES

What is Hawthorne Studies?
A series of experiments were conducted by Mayo and Roethlisberger in an electricity
factory called the Western Electric company at their Hawthorne plant known as
Hawthorne Works, at Illinois, in USA, on factory workers between 1924 and 1932.
These studies are known as Hawthorne Studies. Initially, the study focused on effect of
lighting on productivity and later was enhanced to study the social effects.
First Experiment on Lighting:
In the first experiment, the effect was observed for minute increases in illumination. In
these lighting studies, light intensity was altered to examine its effect on worker
productivity. One phase of these studies aimed at finding out if changes in illumination,
rest period and lunch breaks can affect the productivity of the workers. It was found to
the surprise of the researchers that less light, shorter and fewer rest periods and shorter
lunch breaks resulted in increased productivity. Once all these changes; were eliminated
and the normal working conditions were resumed, it was also seen that the workers'
productivity and the feeling of being together went up.''
Two things emerged from the initial studies: (1) the experimenter effect, and (2) a social
effect. The experimenter effect was that making changes was interpreted by workers as
a sign that management cared, and more generally, it was just provided some mental
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stimulation that was good for morale and productivity. The social effect was that it
seemed that by being separated from the rest and being given special treatment, the
workers developed a certain bond that also increased productivity. Hence the increase
in productivity was attributed to the attitude of workers towards each other, their feeling
of togetherness and to the attention paid to the workers by the researches that made them
feel important which resulted in improvement in their work performance. This is known
as Hawthorne effect.
Second Experiment - Bank Wiring Room:
The second phase of the study, the Bank Wiring Room, helped in studying the social
effects. The purpose of the next study was also to find out how payment incentives
would affect productivity. The study was conducted by Elton Mayo and W. Lloyd
Warner between 1931 and 1932 on a group of fourteen men who put together telephone
switching equipment. During this study some workers were put in a special room, and
placed an observer full time in the room to record everything that happened. The kind
of work done was assembling telephone switching equipment. The process was broken
down into three tasks: wiring, soldering and inspection. Besides looking at the social
organization of the group, they kept track of performance variables, like quality of work
and amount of work.
The researchers found that although the workers were paid according to individual
productivity, productivity decreased, even though they were paid by the amount they
did each day, they did not raise outputs. If somebody tried, he faced opposition from
others as the team became afraid that if some started producing more, the company
would change the base rate. The surprising result was that productivity actually
decreased. Workers apparently had become suspicious that their productivity may have
been boosted to justify firing some of the workers later on.
Detailed observation between the men revealed the existence of informal groups or
"cliques" within the formal groups. These cliques developed informal rules of behavior
as well as mechanisms to enforce them. The results show that workers were more
responsive to the social force of their peer groups than to the control and incentives of
management. Just as management tried to control worker behavior by adjusting piece
rates, hours of work, etc., the workers responded by adjusting management toward goals
that were not necessarily economically rational.
Leadership Lessons from Studies:
Researchers concluded that the workers worked harder because they thought that they
were being monitored individually. Researchers hypothesized that choosing one's own
coworkers, working as a group, being treated as special and having a sympathetic
supervisor were the real reasons for the productivity increase. One interpretation was
that "the six individuals became a team and the team gave itself wholeheartedly and
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spontaneously to cooperation in the experiment. This study established the behavioral
change that happened due to an awareness of being observed, resulting in active
compliance with the supposed wishes of researchers, because of special attention
received, or positive response to the stimulus being introduced.
These findings made Mayo and Roethlisberger conclude that a leader has not only to
plan, decide, organize, lead and control but also consider the human element. This
includes social needs of being together and being recognized for the work interaction
of the group members with each other and their wellbeing. A good leader ought to keep
the above aspects in his style of working with people and supervising their work.
Douglas McGregor’s theory X and theory Y
Douglas McGregor described two individuals in life ‘the untrustworthy, money
motivated, calculative mass, and the trustworthy, broadly motivated, moral elite who
organise and manage the mass’. The manager depending on their perception of
subordinates, would use either a Theory X or Theory Y style of leadership. The
assumptions of the sub-ordinate is therefore the intervening factor in deciding which
leadership style a manager should adopt.
•

Theory X The assumption or perception of theory X is that sub-ordinates ‘don’t
want to work’, they are self-interested, lazy and would prefer leisure rather than
working for someone else. The prime motivational reason why they work is for
money. This was the classical school of belief of management until early
twentieth century, in line with the views of Henry Fayol and Frederick Taylor,
classical school managers who existed at this time. To get the best out of them,
a leader must structure work and energise their sub-ordinates by close
supervision, defined tasks, systems and structure. The assumption of workers
are that they are self interested and calculative; therefore need to be coerced and
controlled by the manager.

•

Theory Y The assumption or perception of theory Y is that given the right
conditions for subordinates, their application of physical and mental effort to
their work is as ‘natural as rest or play’, work offers them satisfaction and
meaning. This perception is in line with the human relations school of thought,
Elton Mayo without doubt the father of the "human relations" movement.
Contrasted to the classical school of management, this approach moved away
from the ‘carrot and stick’ approach to the belief that ‘contented cows produce
the most milk’ To get the best out of them, a leader must let sub-ordinates
exercise more discretion and control over their own work. Sub-ordinates are
committed and will exercise self-direction and self-control. The leader therefore
should be group centered, reinforcing friendship, support and respect, subordinates will thrive on the challenge, responsibility and delegation given.
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Michigan Studies on Leadership Styles : The employee oriented style of the leader
emphasizes the relationship aspect of the jobs of the individual. Such a leader takes
interest in every one and accepts the individuality and personal needs of the individual.
He has complete confidence and trust in all matters in his subordinates. His subordinates
feel free to discuss things about their jobs with their superior. He always asks
subordinates for ideas and opinions and always tries to make constructive use of them.
The production oriented style of the leader emphasizes production and technical aspects
of the job. He looks at subordinates or employees as tools to accomplish the goals of
the organisation. Work, working condition and work methods are tried to be understood
better in his style of the leadership orientation. Likert related these orientations to the
performance of the employees. He showed that the employee oriented style brought
high producing performance compared to production-oriented style. Of course, the
satisfaction of employees was not directly related to productivity in Likert’s study.
14.3

LEADERSHIP THEORIES

14.3.1 Contingency Theory
The belief that there is no single correct or best way to manage subordinates, it entirely
depends on different circumstances. Contingency or situational approaches to
leadership style state that different leaders emerge to fit the situation, therefore different
situations require different leadership traits or skills. Also there is no single ‘best’ style
of leadership, therefore the leader must act in an adaptable way, diagnosing the
leadership style appropriate to the situation, but also has to apply and adopt appropriate
styles given the circumstances.
Contingency theories focus on variables relating often to the task and environment in
order to determine which particular style of leadership is best suited. Leadership styles
adopted could depend on factors such as the task, relationship between the manager and
subordinate, the willingness and ability of sub-ordinates, their motivation, knowledge,
skills or aptitudes to perform the job or task effectively. Therefore effective leaders need
to be flexible and adapt according to the situation. Lawrence and Lorsch (1967)
concluded from their research that there is no single best way to organize or manage
people.
Therefore management should adapt certain behaviour or different leadership styles to
suit a given set of circumstances. The major problem in practice of contingency theory
is that managers may need to adapt or change their own behaviour as situations change,
and this is not as easy as you would expect, someone with a military background, who
is by nature assertive and autocratic, would need extensive self awareness and training
in order to modify to a democratic management style.
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14.3.2 Trait theory of leadership
The trait approach to leadership was one of the earliest theories of leadership. Although
it is not a fully articulated theory with well-developed hypotheses, the trait approach
formed the basis of most early leadership research. This approach focuses on the
personal attributes (or traits) of leaders, such as physical and personality characteristics,
competencies, and values. It views leadership solely from the perspective of the
individual leader. Implicit in this approach is the assumption that traits produce patterns
of behavior that are consistent across situations. That is, leadership traits are considered
to be enduring characteristics that people are born with and that remain relatively stable
over time.
These traits included the following:
• Physical vitality and stamina
•

Intelligence and action-oriented judgment

•

Eagerness to accept responsibility

•

Task competence

•

Understanding of followers and their needs

•

Skill in dealing with people

•

Need for achievement

•

Capacity to motivate people

•

Courage and resolution

•

Trustworthiness

•

Decisiveness

•

Self-confidence

•

Assertiveness

•

Adaptability/flexibility

One of the concerns about such lists is that the attributes typically associated with
successful leaders are often perceived as “male” traits. Reportedly, when men and
women are asked about the other gender’s characteristics and leadership qualities,
significant patterns emerge, with both men and women tending to see successful leaders
as male.
But there are also some problems associated with this theory. Many early researchers
found no differences between leaders and followers with respect to their leadership
characteristics—some even found that individuals who possessed these traits were less
13

likely to become leaders. Researchers also found very small relationships between these
traits and leadership effectiveness. Because so few of the traits clearly differentiated
between effective and ineffective leaders, their efficacy in selecting individuals for
leadership positions was severely limited. There were too many leadership variables
with low reliabilities, and no rationale for selecting specific variables to include in a
study. This approach has been called “dustbowl empiricism” at its worst. Additionally,
there has been little systematic research on the processes by which individuals acquire
the capacity for leadership. If leadership is indeed an individual difference variable, then
very little is known about the origin of these differences.
14.3.3 Blake and Mouton’s Managerial Grid
First developed in the 1960s, the managerial grid has been through many iterations
(Blake & Mouton, 1964, 1978, 1985, 1994). It is widely accepted as a critical and
important analysis of leadership behavior. It is similar in some respects to the Ohio State
Studies, which combined a focus on tasks and a focus on the relationship with the
subordinate. However, the managerial grid develops these concepts further by
quantifying the degree to which the focus is on tasks or “concern for production/results,”
and the focus is on the relationship with the subordinate or “concern for people.” The
one to nine scale in figure given below allows for discernment among the various
responses regarding concern for production or people, where one represents a low
concern and nine represents a high concern. Blake and McCanse (1991) postulated there
were five leadership types:
1.1—Impoverished Management: Emphasizes a situation in which there is both low
concern for results and low concern about people. The apathetic nature of this leader
results in behavior that is withdrawn from subordinates and indifferent to success.
1.9—Country Club Management: This combination of low concern for results with
high concern for people results in a leader who is more interested in pleasing people
than in the performance of tasks. This leader attempts to create an environment that is
friendly and welcoming
9.1—Authority-Compliance Management: This represents a high concern for results
but a low concern for people. This controlling leadership style is characterized by
dictating instructions to subordinates in a way that does not show concern or
compassion.
5.5—Middle of the Road Management: This style of compromise is evident in leaders
who balance concern for results with satisfying relationships. The group is functioning;
however, there is potential for greater success.
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9.9—Team Management: Great emphasis is placed on production and on people. This
optimal balance of developing human relationships and effective results attainment
provides for the most satisfying work environment.

14.4

TYPES OF POWER

• Charisma
Charisma is the power of influence inherent in a leader’s style or personality. A
charismatic leader develops a new, ambitious vision for the company and communicates
it to employees through powerful speeches and unique behavior. The charismatic leader
is also sensitive toward the needs of employees. Managers can augment their charisma
by making small changes in behavior to create better rapport with others, such as
making more eye contact or smiling.
• Legitimacy
Legitimate power resides in the leader’s position. People comply with legitimate
requests because they feel they have to. Legitimate requests are more effective if they
are made with respect and humility rather than arrogance.
• Rewards
Influence by rewards requires offering something in return for complying with a
request. Rewards should be of value to the person. Effective rewards may come in the
15

form of public recognition and awards. More importantly, the link between behavior
and reward should be clear to employees.
• Expertise
Leaders can exercise influence by rational persuasion based on knowledge, skills or
special abilities. The leader presents a plan of action with logical arguments and
supporting evidence. Professionals such as lawyers, physicians and accountants draw
on this type of influence.
• Relationships
The leader’s relationship network is a source of power and influence. To cultivate this
type of power, managers need to identify and befriend the right people. Moreover, they
should repair damaged relationships, improve their image, and seek to understand others
better.
• Empowering
To builds an effective organization, managers should avoid hoarding power. Leaders
need to empower followers and teach them the effective use of power and leadership.
Empowering leverages manager's influence and increases leadership effectiveness.
14.5

TYPES OF LEADER AND POWER CONCEPT

Leaders may be categorized into the following four types:
1. Thought leaders
2. Courageous leaders
3. Inspirational leaders
4. Servant leaders
14.5.1 Thought Leaders
Thought leaders harness the power of ideas to actualize change. They stretch their
followers by helping them envision new possibilities. Oliver Wendell Holmes said,
“The human mind once stretched to a new idea never goes back to its original
dimension.”
Sometimes a new idea can bring about a paradigm shift, which may provide a new lens
for viewing or a radically different context for understanding. At other times, the new
idea leads to only incremental change. But all change, whether large or small, starts
with a new idea.
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For centuries, thought leaders have competed in the marketplace of ideas using books,
papers, and oral presentations. They still do, but today they also use the Internet, social
media, and other technological advances to disseminate their ideas more rapidly and
broadly. E-books, blogs, e-zines, tele-seminars, and Webinars have made thought
leadership instantaneously available to ordinary citizens.
Examples of thought leaders:
Many of Jack Welch’s ideas challenged conventional business practices. Some of his
leading-edge ideas included “workout and best practices,” stretch goals, creating
boundary-less organization (breaking down all “silos”), and pursuing Six Sigma quality.
Steve Jobs was the co-founder, chairman, and CEO of Apple Inc., where he oversaw
the development of the iMac, iTunes, iPod, iPhone, iPad, and numerous other
innovations. He has been referred to as the “Father of the Digital Revolution,” “a master
of innovation,” and “the master evangelist of the digital age.”
Dr. W. Edwards Deming was an American statistician, professor, author, lecturer, and
consultant. After World War II, his ideas about quality and process control had a major
positive impact and influence on Japanese manufacturing businesses. Subsequently, his
concepts and teachings spurred a major quality revolution among American
manufacturers and consumers.
Thought leaders attract followers and initiate change by the power of their ideas.'
14.5.2 Courageous Leaders
Courageous leaders bravely pursue a vision in the face of considerable opposition and
risks. They have strong convictions about their mission (purpose), vision (long-term
goals), and values (right and wrong). They speak up for their core beliefs and fight for
their values, even when their stand is unpopular. They have strong beliefs, being able
to stick with them through popular and unpopular times, is the most important
characteristics of a great leader.”
In addition, they seek the truth and speak the truth.
Examples of courageous leaders:
Rosa Parks was an African-American civil rights activist, who the U.S. Congress called
“the first lady of civil rights” and “the mother of the freedom movement.” On December
1, 1955, in Montgomery, AL, she refused to obey the bus driver’s order that she give
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up her seat to a white passenger. Her great courage marked a pivotal point in the Civil
Rights Movement.
Abraham Lincoln, the 16th president of the United States, served during the most
difficult and dangerous period of our nation’s history. Even though his life was
constantly in danger and his policies were unpopular with many, he steadfastly held to
his convictions and governed with strength, fairness, and dignity. On January 1, 1863,
he courageously issued his memorable Emancipation Proclamation, which declared the
freedom of slaves within the Confederacy.
Sherron Watkins (Enron), Coleen Rowley (FBI), and Cynthia Cooper
(WorldCom) are three “whistleblowers” who had the courage to confront higher-ups
in their organizations, even though it meant jeopardizing their jobs and careers. In 2002,
Time magazine selected them as persons of the year.
Courageous leaders attract followers and motivate people to change by their willingness
to take risks and stand up for their beliefs and values.
14.5.3 Inspirational Leaders
Inspirational leaders promote change by the power of their passionate commitment to
ideas and ideals. They lift our eyes from present practicalities to future possibilities.
Their words stir up our spirits, strengthen our convictions, and move us to action. We
are eager to follow them because they call forth the best that is in us.
Inspirational leaders have positive attitudes that create strong emotional connections
with people. Their speech is enlivened with words such as justice, freedom, honor,
respect, pride, and love. Their affirming and encouraging demeanor builds the
confidence of their followers and elicits their wholehearted devotion. Their can-do
attitude keeps hope alive during difficult times.
Inspirational leaders create a sense of urgency by explaining why it’s important to take
action sooner rather than later. In addition, they describe actionable steps people need
to take.
Examples of inspirational leaders:
Ronald Reagan, the 40th president of the United States, was known for his strong
leadership on behalf of free enterprise and politically conservative ideals. His
inspirational leadership style incorporated excellent communication skills seasoned
with humor and optimism. He had a sign on his desk in the Oval Office that read, “It
can be done!”
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Martin Luther King, Jr., was an American clergyman, activist, and leader in the
African-American Civil Rights Movement. He is best known for his belief in nonviolent
civil disobedience. His words and actions have inspired many people to speak up and
stand up for what’s right.
Pat Summit was the leader of the University of Tennessee Lady Volunteers basketball
program for 38 years. She was known as an intense, demanding, focused, determined,
and inspiring coach. She compiled an amazing record of 1,098 wins and 208 losses,
winning eight NCAA national championships along the way.
Inspirational leaders attract followers and motivate people to change by the power of
their passion and their strong convictions.
14.5.4 Servant Leaders
Servant leaders care deeply about people. They seek to remove the barriers and
obstacles that hold others back from achieving their full potential. They strive to create
an environment where their followers can do their best work. Servant leaders frequently
ask, “How can I help?”
Former AT&T executive Robert K. Greenleaf popularized the concept of the servant
leader in “The Servant as Leader,” an essay first published in 1970. Kent Keith, CEO
of the Greenleaf Center for Servant Leadership, states, “I think the simplest way to
explain it would be to say that servant leaders focus on identifying and meeting the
needs of others rather than trying to acquire power, wealth, and fame for themselves.”
Examples of servant leaders include:
Mother Teresa founded the Missionaries of Charity, a Roman Catholic religious
congregation, in Calcutta, India. Today, the ministry has more than 4,500 sisters
ministering in 133 countries. Members vow to give “wholehearted and free service to
the poorest of the poor.”
Oprah Winfrey is the chairman of Harpo Inc. Her focus is helping others succeed.
Many of her TV programs and outreach initiatives are aimed at removing obstacles, so
people can achieve their potential. Her goal is to empower people to achieve their
dreams.
Max De Pree was the CEO of Herman Miller office furniture company from 1980 to
1987. Max states, “The first responsibility of a leader is to define reality. The last is to
say ‘thank you.’ In between, the leader is a servant.”
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Servant leaders attract followers and motivate people to change by helping to remove
obstacles that are in the way of their growth and development.
Successful leaders come in different shapes and sizes. No two are alike, and no single
leadership style is always best. All leaders want to change the status quo, but they use
different means. Some take the lead with their ideas, while others lead with their passion
and conviction. Still others lead by demonstrating courage in the face of risks and the
unknown, and some bring about change by serving others.
14.6

FORMAL vs INFORMAL LEADER

Formal leader is a member of organization who has given authority by virtue of his
position to influence other members of organization to achieve organizational goals. An
informal leader has no formal organizational authority to influence others but possesses
special kills and talent to influence and lead other members of organization. Managers,
directors are formal leaders in a typical organization. Informal leaders possess strong
self-motivation, possess positive attitude, motivates others and puts effort to drive
organizational goals. Informal leaders are best candidates for future formal leaders
Important differentiator factor between formal and informal leader is, formal leader is
officially bind to drive members towards organizational goal and is responsible for
results or outcome of efforts at the end. Informal leader do not have such official
commitment towards group’s goal or organization goal and may not be directly
responsible for final results and may not be accountable for it. Formal leader has official
responsibility towards organizational goals, has formal job description. Informal leader
might not have formal job description to lead and motivate others and job description
might be limited to certain task.
Leading is one of principal managerial functions. Managers are supposed to be formal
leaders because they have the authority to influence their subordinates and are expected
to use it. They are officially responsible for outcome of their group. However, in an
organization, not all managers are leaders, whether they have direct reports or not. In
certain cases job description might demand strong leadership, on other hand leadership
might not be major factor. However, in today’s competitive world, most of the
managerial jobs demand leadership qualities, inter personal and inter group interaction
and a manager has to manage different type of responsibilities and roles. A leader
influences other member of groups, leads group, and directs members towards its goals.
A leader influences subordinate’s level of motivation, their performance and quality of
their decisions.
A leader may succeed or many not succeed to help organization achieve its goal.
Effective leader helps organization achieve goal, an ineffective leader does not.
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Managers are formal leaders and should possess strong leadership qualities to achieve
organizational goals.
14.7

LET US SUM UP

This unit has discussed about leadership as a process of influence on others to work
willingly for group objective along with various different leadership styles, like style,
theory X and Y styles, Styles have been related to various theories of leadership such
as Trait theory, Managerial Grid theory, Contingency Theory.
In the context of leadership and influence process, various types of power such as
legitimate power, reward power, expert power, charismatic power, and coercive power
are explained. Based on the types of power, formal and informal leaders are compared
along with four types of leaders.
14.8

KEY TERMS

•

Contingency Theory: A theory that considers an organisation's objectives,
environment and leadership skills, as interacting and affecting the effectiveness of
a leader.

•

Employee Orientation: Stresses the relationship aspect of the job.

•

Hawthorne Effect: When worker's behaviour changes and productivity increases
because the workers become aware of their importance.

•

Leadership: The ability to influence the behaviour of others. The task is to help
the group reach both organisational and personal goals.

•

Managerial Grid Theory: The theory suggests that each manager must be
concerned about both production (structure) and people (consideration).

•

Production Orientation: Stresses the production and the technical aspects of the
job. Employees are seen as tools to accomplish the goals of the organisation.

•

Theory X, Theory Y: McGregor's theory that behind every management decision,
there is a set of assumptions that a manager makes about human behaviour. The
theory X manager assumes that people are lazy, dislike work, want no
responsibility and prefer to be closely directed. The theory Y manager assumes that
people seek responsibility, like to work and are committed to doing good work if
rewards are received for achievement.
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•

Trait Theory: This theory attempts to specify which personal characteristics
(physical, personality) are associated with leadership success. Trait-theory relies on
research that relates various traits to success criteria of a leader.

•

Formal Leadership: A manager is a formal leader by virtue of authority coming
from the organisation that a formal leader is usually selected by the organisation.
Informal Leadership: An informal leader is chosen by an individual or a group.

14.9

SELF ASSESSMENT QUESTIONS

1.

“Leadership is the driving force which gets things done.” Explain.

2.

Is it possible to be both a task-oriented and people-oriented leader?

3.

Distinguish between leadership and management.

14.10 FURTHER READINGS
•
•
•

Davis, Keith (2002), Human Behavior at Work, Tata McGraw Hill, New Delhi.
Drucker, Peter F. (2002), The Practice of Management, Allied Publishers, New
Delhi.
Thakur, M., Burton, G.E. and Srivastava, B.N.(1997),International Management,
TMH, New Delhi.

14.11 MODEL QUESTIONS
Q1:
Q2:
Q3:

Different leadership styles exist among leaders in different times and in different
situations. Discuss and give important leadership styles.
Comment on the five main leadership positions depicted in management grid.
Which one would you advocate and why?
Leaders are managers but all managers are not leaders. Comment.
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15.0

LEARNING OBJECTIVES

After completing this module the students will be able to
 Know the meaning and importance of staffing.
 Know the nature of staffing
 Know the process and functions of staffing
15.1

INTRODUCTION

After planning and organizing the next function of management is ‘Staffing’ .It is
important to have a good organization structure, but it is even more important to fill the
positions with the right people at the right time. Staffing is filling and keeping the
position provided by the organization structure with right kind of people at the right
place. All the managers have a responsibility for staffing. The staffing function deals
with the human elements of management. This function has assumed significant
importance because of advancement of technology, growth in size of organizations and
complex human behaviour.
15.2

MEANING AND DEFINITIONS

Staffing is the third function of management. Staffing includes recruitment, selection,
training, developing, promotion and compensation of personnel. It is the process of
hiring and developing the required personnel to fill various positions in the organization.
It involves estimating the number and type of personnel required, recruiting and
developing them, maintaining and improving their competence and performance.
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Staffing may also be defined as the process of identifying, assessing, placing,
developing and evaluating individuals at work.
According to Koontz and O’Donnell, “Staffing involves manning the organization
structure through proper and effective selection appraisal and development of personal
to fill the roles designed into the structure.”
According to Mc Farland,” The staffing function of management consists of few
interrelated activities such as planning of human resource, recruitment, selection,
placement, training and development, remuneration, performance appraisal, promotion
and transfers. All these activities make up the elements of the process of staffing.”
15.3

IMPORTANCE OF STAFFING

Staffing is people centered. Success in dealing with people depends on the extent to
which they are perceived as making realistic contribution to the solutions of managerial
issues. We must bear in mind that every manager is expected to perform this function
because he is engaged in getting things done through and with other people. There are
various benefits of proper and efficient staffing. These are as under:
a) Helps in finding efficient worker - Staffing helps in discovering talents. For
achievement of organizational goals, engaging competent workers and
developing them to work more efficiently are prime concern of the organisation.
b) Helps in increased Productivity – Staffing ensures greater productivity by
putting right man at the right job. It helps in improved productivity through
proper selection as per the job requirement.
c) Maintains Harmony - Staffing maintains harmony in the organisation.
Through proper recruitment, selection, training and continuous appraisals,
individuals are not just selected but developed to boost their performance and
contributions. This gives everyone an equal opportunity for getting better
compensation which eventually resulted in peace and harmony.
d) Helps in morale boosting - Boosting of morale of the employees is directly
related to employees satisfaction .Through various training and development
programmers their knowledge, skills and abilities improve. This gives them a
feeling of security and assured them of their career advancement.
e) Helps in Optimum utilization of human resources - Manpower Planning
provides a basis for recruitment, transfer and training of employees. Deficiency
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or surplus of manpower is revealed in advance and adequate steps are taken for
optimum utilisation of the Human resource.
15.4

STAFFING PROCESS

Staffing function is performed by all managers at all levels. However, its scope is
different in small and large organization. In large organization there is a separate
department called Human Resources Department (HRD), with specialists to manage the
people. Staffing is an inherent part of Human Resources Management as it is the
practice of finding evaluating and establishing a working relationship with people.
Following are the steps involved in staffing process
1.

Manpower planning- Estimation of manpower requirements in the future is the
first stage in the staffing process. It is known as manpower or human resources
planning. Its purpose is to make right kind of personnel available so that there is no
surplus or shortage of people in any department. To determine the qualifications
needed to meet the requirements of jobs, the organisation first of all has to analyse
the jobs, write the jobs description and prepare job specifications.

2.

Recruitment - Once the manpower requirement is known, the process of
recruitment starts. It is the process of identifying the sources for prospective
candidates and to explore the methods to ensure them to apply for the jobs. The
process of recruitment and the cost involved in it depends on the size of the
undertaking, types and numbers to be recruited. The sources of recruitment can be
through:
a) Internal sources through promotions and transfers of existing employees and
succession planning.
b) External Sources denote recruitment from outside through employment
exchange, manpower supply agencies, advertisement, campus recruitment,
poaching, reference etc.

3.

Selection - The process of selection leads to employment of persons who fulfils the
eligibility criteria like: qualifications, experience etc. to fit in to the job-profile.
However, the candidates are to go through a process, which is known as selection
process. This process begins with tests, interviews, shortlisting, medical
examination etc.
Selection is frequently described as a process of rejection, as it eliminates all the
candidates those who do not match up to the requirements of the job offered. As
the employees are placed in the jobs for which they are best suited, they derive
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maximum job satisfaction reducing the labour turnover and increasing the overall
efficiency of the organization. The candidates have to go through the whole
selection process of an organization as stated above.
Tests may be written, on the job skill test to determine the level of Knowledge,
skills and attitude.
Interviews are conducted to have an interaction with the potential employee to
judge his personality, emotional maturity, aptitude and attitude. This also gives a
chance to the candidate to explain, why he should be selected. There are different
types of interviews like, one to one panel, stress etc.
In most cases, Group Discussion is also conducted to assess the leadership quality
of the candidates.GD is conducted mostly for junior and middle level executives.
Certain MNCs also conduct informal interviews over lunch or dinner and
sometimes through telephones or video conferencing. The idea is to get to know
the candidate maximum in minimum time as the organisation is going to invest a
fortune in him.
4.

Placement- The candidate selected for appointment are to be offered specific jobs.
A personnel should be placed in a position where there is full use of his capabilities.
Proper placement reduces demotivation, inefficiency, turnover and absenteeism.
Almost all the organisation schedule a training programme for the newly selected
candidates before they are put in the designated position.

5.

Training and Development- Training is an organized activity for increasing the
knowledge, skills and attitude of the people for a definite purpose .Its purpose is to
achieve a change in the behaviour of the employees so as to make them befitting
for the designated job. Training is imparted for capacity building and enable them
to contribute their best. Their jobs better. The initiative for training generally comes
from the management. Development emphasizes on growth of an individual. It’s a
continuous process for holistic development of the employees.
According to Edwin B Flippo ' Training is the act of increasing the knowledge and
skills of an employee for doing a particular job.’
Types The training may be of
I. On the Job Training
II. Off the Job Training
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I. On the Job Training: It refers to the learning while actually performing a
particular work or job. This type of training is more suitable to every type of
employees. It includes:
a. On specific job training
b. Rotation of position /job rotation
c. Special projects
d. Apprenticeship training/Mentoring
II. Off the Job Training: Under this method, a trainee is removed from his normal
working place and spends his full time for training purpose in any other placetraining institutes, tourist resorts/hotels with professional or in-house trainers .It
includes:
a. Induction or on-board training
b. Intensive training
c. Conference
d. Case study
e. Role playing
f. Management games
g. Vestibule/simulation training
6.

Performance Appraisal is a formal procedures to evaluate contributions of an
employees to the organisation. It also reveals efficiency, attitude and other qualities
of the assessee, which form the basis for his training need and career path.
Objectives of Performance Appraisal:
 To help a manager to decide the increase in pay on ground of merits.
 To find out the training needs.
 To nominate employees for training programs.
 To motivate the employees to do better in his or her present job.
 To contribute to the growth and development of an employee.
 To identify employees for deputation to other organizations
 To help in creating a desirable work culture in the organization.

7.

Promotion and Transfers are affected on the basis of feedback report of
employees’ performance .Transfer means shifting of an employees from one job to
another or one department to other on promotion or due to change in organization
structure/changes in the volume of work.

8. Compensation offered by organizations must be competitive not only during the
tenure of the employee but also after his retirement to attract and retain talented
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employees. Compensation like salary, wages, incentives, bonus etc. to workers will
vary depending upon the nature of jobs, skills required, risk involved, nature of
work etc.
9.

Separation comes eventually in all types of jobs. It may be on retirement or
superannuation, resignation, dismissal etc. Honourably retired employees must be
given a memorable send-off as a mark of respect to his contributions. Few
organisations do also conduct short training programme for employees on the verge
of retirement. In case of resignations, exit interview is conducted.

Thus, staffing plays a vital role in human resource planning. It ensures best utilization
of manpower in the organization.
15.5

LET’S SUM-UP

Staffing is an integral part of the process of management. It may be defined as the
process of hiring and developing and maintaining the required manpower to fill the
various positions in the organisation through recruitment, selection, placement,
promotion, transfer, training and development of employees of the organisation till
separation. It,s importance can be assessed from the following definition of P. F.
Drucker. It says, “Man, of all the resources available to man, can grow and develop”.
Staffing provides human resources to the organization which are the most important
resources of any organisation. Men and material remain useless in absence of human
resources. It is imperative that organisation that right kind of people are employed at
right positions .If people are not competent, functions such as planning, organisation,
directing and controlling can't be performed effectively and an organisation will not be
able to achieve its goals.
15.6

KEY-WORDS



Skill - Expertise, tact or ability.



Aptitude - Potential to learn.



Bonus - Reward for performance.



Onboard - Induction (Training on joining)



Vestibule training - Near the job(training)



Simulation - (Training in) True to life environment
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15.7







15.8
1.
2.
3.
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MODEL QUESTIONS
Why staffing is an important function?
What are the important steps in Staffing process? Explain.
Explain the following terms:
a. Recruitment
b. Short listing
c. Simulation training
d. Stress interview
e. Performance appraisal
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