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9.1 CULTURE OR CLIMATE
Every organisation has some characteristics which are common with any other organisation.
At the same time, each organisation has its unique set of characteristics and properties. This
psychological structure of organisation and their sub-units is usually referred to as
Organisational Culture.
For a layman, culture is a commonly experienced phenomenon and many words like, climate,
atmosphere, environment and milieu are often used interchangeably to describe it. In fact, most
of the studies which have tried to measure an organisation's "Culture" have operationalised it
in terms of "Organisation Climate". A couple of formal definitions of organisation climate are
given below for your perusal:
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Organisational climate is a relatively enduring quality of the internal environment that is
experienced by the members, influences their behaviour, and can be described in terms of
values of a particular set of characteristics of the organisation (Renato Tagiuri, 1968).
Organisational climate is the set of characteristics that describe an organisation and that (a)
distinguish one organisation from other organisations; (b) are relatively enduring over time and
(c) influence the behaviour of the people in the organisation (Forehand & Gilmer, 1964).
Compare these two definitions of "Organisational Climate" with a definition of "Organisational
Culture" as given by Stephen P. Robbins (1986): Organisational Culture is a relatively uniform
perception held of the organisation, it has common characteristics, it is descriptive, it can
distinguish one organisation from another and it integrates individual, group and organisation
system variables.
9.2 PERCEIVED CHARACTERISTICS OF CULTURE AND CLIMATE
If you examine closely these sample definitions, you will not only be able to identify the
commonalities but also be able to see that the abstract concept of culture and operational
concept of climate basically refer to the perceived personality of an organisation in very much
the same sense as individuals have personality. Just as you have a personality -a set of relatively
stable traits-so does an organisation. Just as any culture has some do's and don'ts in the form of
totems and taboos which dictate how each member should behave with a fellow member or an
outsider, similarly each organisation has a culture that influences the behavior of employees
towards clients, competitors, colleagues, supervisors, subordinates and strangers. In this Unit,
we shall be concerned with this relatively stable perceived internal environment of an
organisation, called Organisational Climate or Organisational Culture (OC).
It should be noted that Organisational Culture or Organisational Climate (OC) is the perceived
aspects of an organisation's internal environment, but within the same organisation there may
be very different OCs. This might happen because people with different length of experience
or at different levels of organisation's hierarchy, may perceive internal environment of an
organisation differently. Personal characteristics such as Values, Needs, Attitudes and
Expectations determine the manner in which an individual is likely to perceive the various
aspects of the internal working environment of the organisation.
Activity A
Based on this-discussion about the concept of Organisational Culture or Organisational Climate
(OC), complete the following sentences:
A. The unique set of characteristics which is perceived as internal environment of an
organisation is usually fairly……………………… over time.
B. OC refers to the perceived………………………. environment of an organisation.
C. Though OC tends to be a shared perception, within the same organisation, there may
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be………………………………………… OCs depending upon the characteristics of
the group of persons who perceive it.
D. OC influences the…………………………. of people in an organisation.
E. The concept of organisation culture or organisation climate (OC) allows us to
…………………………….one organisation from other organisations.
Answers: A. Stable, B. Internal, C. Different, D. Behaviour, E. Distinguish.
Activity B
Step 1 Think of an organisation of which you are a member and are familiar with its internal
environment. Use five adjectives and adverbs which describe a set of characteristics of that
environment.
Name of the Organisation ……………………………………………………………................
Its internal environment is ……………………………………………………….......................
Step 2 Do you find each of these characteristics relatively enduring and stable?
Yes [ ]
No [ ]
If you have ticked 'NO', try to replace them with more enduring characteristics.
Step 3 Give an example showing how any one of those enduring characteristics of that
organisation has influenced your behaviour towards others.
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
Step 4 Do you feel that other members of the organisation may not share your perception and
agree with you about any particular quality that you have mentioned in Step 1.
Yes [ ]
No [ ]
If you have tick marked `YES', can you replace that quality of the organisation with any other
enduring characteristic about which other members of the organisation are also likely to agree?
Step 5 Think of any other organisation with which you are fairly familiar. Do you feel that the
set of characteristics mentioned by you in Step 1 distinguishes your organisation from the
other? Yes [ ]
No [ ]
If you have tick marked 'NO', go back to Step 1 to revise the set of characteristics which you
perceive as typical and fairly stable of your organisation and with which you are able to
distinguish your organisation from other organisation(s).
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9.2 DIMENSIONS OF OC
You have seen that OC refers to a set of some commonly experienced stable characteristics of
an organisation which constitutes the uniqueness of that organisation and differentiates it from
others. You might have faced some difficulty in identifying this set of characteristics because
you do not yet know the various dimensions or factors of OC in which you should look for
these characteristics. In the last two decades, extensive studies have been conducted which
have helped us to identify some key factors of OC. Some of these common dimensions are
described below:
Individual Autonomy: It refers to the individual's freedom to exercise his or her responsibility.
In other words, individual autonomy is the degree to which employees are free to manage
themselves; to have considerable decision-making power; and not to be continually
accountable to higher management.
Position Structure: It refers to the extent of direct supervision, formalisation and centralisation
in an organisation. In other words, position structure is the degree to which objectives of the
job and methods for accomplishing it are established and communicated to the individual by
supervisors.
Reward Orientation: It refers to the degree to which an organisation rewards individuals for
hard work or achievement. An organisation which orients people to perform better and rewards
them for doing so, will have an OC characterised by high ward orientation.
Consideration, Warmth and Support: It refers to the extent of stimulation and support
received by an individual from other organisation members. In other words, if there is a sense
of team spirit among the members of an organisation, the OC is likely to be perceived as
considerate, warm and supportive.
Conflict: It refers to the extent of conflict present between individuals and the willingness to
be honest and open about interpersonal differences.
Progressiveness and Development: It aspect refers to the degree to which organisation
conditions foster the development of the employees, allow scope for growth and application of
new ideas and methods.
Risk Taking: The degree to which an individual feels free to try out new ideas and otherwise
take risks without fears of reprisal, ridicule or other form of punishment, indicate the risktaking dimension of OC. This dimension is akin to "cautious" versus "venturesome" quality of
an organisation.
Control: It refers to the degree to which control over the behaviour of organisational members
is formalised. In a highly bureaucratic organisation, control systems are well defined. In a lowcontrol organisation, most of the controls are self-regulated, i.e., individuals monitor their own
behaviour. You can think of this dimension as "tightness" versus "looseness" of an
organisation.
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These eight dimensions account for most of the research findings, but they do not account for
all that we intuitively feel to be present in the "Climate" or "Culture" of an organisation. For
example, you may perceive an organisation culture to be "paternalistic", or a climate to be
"impersonal". Though the fourth OC dimension (consideration, warmth and support) may
cover both these different qualities, yet the "richness" that you find in the two qualities is not
fully reflected in that dimension. However, the identification of these eight dimensions (which
are not absolutely independent of each other) do help us in mapping and measuring OC.
Before we move on to the next topic on Determinants of OC take the following pair matching
test to check whether you have understood the focus of each dimension.
Activity C
Given below are two columns. The left column lists the dimensions of OC, the right column
lists their major focus. Match each dimension with its corresponding focus.
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9.4 DETERMINANTS OF OC
At the very onset of this topic, it is useful to distinguish between determinants and dimensions
of OC. Determinants are the causes, while dimensions are the components of OC. You may
say, determinants are those which influence whereas dimensions are those which are
influenced.
Although OC refers to the internal environment of an organisation, the nature of OC is
determined by a variety of internal and external factors. One of the basic premises of
organisational behaviour is that outside environmental forces influence events within
organisations. After acknowledging the dynamics of internal as well as external factors in this
section, we will consider in greater detail the following seven internal factors. You will find
these factors as determinants of OC in the following order:
1. Economic Condition
2. Leadership Style
3. Organisational Policies
4. Managerial Values
5. Organisational Structure
6. Characteristics of Members
7. Organisational Size
Economic Conditions
Several dimensions of OC are influenced by an organisation's position on the economic cycle.
The economic condition of any organisation influences whether its budget should be "tight" or
"loose". In times of prosperity-when budgets are more loose than tight-the organisation tends
to be more adventuresome. On the other hand, tight budget would lead to an air of caution and
conservatism within an organisation. Few managers are willing to suggest new programmes
(probably deserving merit) when the order from above is to exercise tight control over
expenses. So, dimensions of OC like "Risk-taking", "Control", "Progressiveness and
Development" etc. Are directly influenced by economic conditions.
Leadership Style
The leadership style prevailing in an organisation has a profound influence in determining
several dimensions of OC. The influence is so pervasive that you may often wonder whether
OC is a product of the philosophy and practices of prominent persons in an organisation.
Consider, for example, the results of an experimental study where three organisations were
"created" by simulation. All these three Organisations-A, B and C-were identical in terms of
nature of business, size of the organisation, characteristics of employees, and initial economic
condition. The major difference among these three organisations was the "leadership style".
Organisation A was characterised by authoritarian style with high power motivation.
Organisation 13 was characterised by democratic style with affiliation motivation.
Organisation C was characterised by goal directed style with achievement motivation.
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The meaning of - these different leadership styles and their effects on different dimensions of
OC can be seen in Table 1. You will notice that one type of leadership style can influence more
dimensions of OC than another style.
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Organisational Policies
Specific organisational policies can influence a specific dimension of OC to quite an extent.
For example, if the company policy states that layoffs will be used only as a last resort to cope
with business downturn, then it would, in general, foster an internal environment that is
supportive and humanistic.
Similarly, if you are working in a company where it is agreed that the first beneficiaries.; of
increased profit would be the employees of that organisation and shareholders would get
second priority, then the OC will be characterised by High Reward Orientation and probably
by High Progressiveness and Development.
Managerial Values
The values held by executives have a strong influence on OC because values lead to actions
and shape decisions. Values add to perceptions of the organisation as impersonal, paternalistic,
formal, informal, hostile or friendly. You will learn more about managerial values under the
topic: Managerial Ethos.
Organisation Structure
The design or structure of an organisation affects the perception of its internal environment.
For example, a bureaucratic structure has an OC much different from a System 4 organisation.
What is a System 4 organisation? According to Rensis Likert, all organisations can be classified
into four major groups, depending upon the way basic organisational processes are conducted.
These major groupings are as follows:
System 1 - Exploitative Authoritative
System 2 - Benevolent Authoritative
System 3 - Consultative
System 4 – Participative
How does one know whether an organisation should be categorised as System 1 or 2 or 3 or 4?
It depends on the way following processes are perceived and rated in an organisation:
• Leadership process
• Motivation process
• Communication process
• Decision-making process
• Goal-setting process
• Control process
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Employees of an organisation rate these processes on a rating scale; asking questions like the
following:
•
•
•
•
•
•

How much confidence is shown in subordinates?
Where is responsibility felt for achieving organisation goals?
How well superiors know problems faced by subordinates?
How much covert resistance to goals is present?
At what levels are decisions formally made?
Is there an informal organisation resisting the formal one?

Based on the answers to these questions, an organisation can be classified as system 1 or 2 or
3 or 4. A bureaucratic structure is likely to be rated as System 2 or System 3. A System 4
organisation will have a distinct OC where the main theme would be strong involvement and
self-control of all organisation members at all levels in all basic organisational processes.
Characteristics of Members
Personal characteristics of the members of an organisation also affect the climate prevailing in
the organisation. For example, an organisation with well educated, ambitious and younger
employees is likely to have a different OC than an organisation with less educated, and less
upwardly mobile, older employees. The former might inculcate an environment of
competitiveness, calculated risk-taking, frankness of opinions, etc.
Organisational Size
In a small sized organisation it is much easier to foster a climate for creativity and innovation
or to establish a participative kind of management with greater stress on horizontal distribution
of responsibilities. On the other hand, in a large organisation it is easier to have a more
authoritative kind of management with stress on vertical distribution of responsibilities. This
in turn leads to distinct environments as has been explained with the help of the concept of
System 4 organisation.
We have now studied seven basic determinants of OC. The list is not exhaustive but these are
the basic internal factors determining the internal environment of an organisation.
Note that OC is not influenced by factors existing within the organisation only. Societal forces
help shape OC as well. To understand societal influences on OC, let us consider an example in
relation to the changing profile of existing and future employees. You may have noticed at least
two changes which are taking place in our society. First, educational level of employees of all
categories is rising. Second, societal values toward recreational and leisure activities are
becoming stronger. The effect of the first change is in the expectations of employees. People
want more satisfying and fulfilling work which should match their qualifications and abilities.
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The impact of the second change is that the passion for non-work is increasing: people feel less
passionate about job performance. So, while one change is pushing towards increased
professionalism, the other change is pulling towards
leisure-orientation. Against these
backdrops of societal forces influencing the profiles of the employees, the content of the job
and the organisation processes determine the OC.
To sum up, OC is determined by a variety of internal and external factors where internal factors
are specific to the organisation while external factors refer to a number of societal forces.
Activity D
Before we move on to the next part on Managerial Ethos, we pause for a while to check how
far you have grasped what has been covered in the last section. Write `true' or `false' in the
space provided against each of the following statements.
1 OC is determined by only internal factors specific to the organisation.
()
2 Leadership style and structure of an organisation immensely influence
()
the OC.
3 A System 4 kind of an organisation is more authoritative than a
()
System 1 organisation.
4 It is easier to establish participative Organisational management in a small sized ( )
Climate and Change
5 Under tight economic condition, an organisation tends to he
()
adventuresome.
6 A bureaucratic organisation tends to be either system 1 or system 4.
()
7 Organisation's policies do not have any effect on the
()
perceived internal environment of an organisation.
Answers: 1-False, 2-True, 3-False, 4-True, 5-False, 6-False, 7-False.
9.5 MANAGERIAL VALUES AND ETHOS
In the earlier section, we have indicated that the managerial values affect perceived
characteristics of the internal environment of an organisation. At this juncture you may well
ask what some of these values are. How do these values develop? How do they get transmitted
from one generation of managers to another? In this section, we are going to explain briefly
some of these issues.
Ethos refers to habitual character and values of individuals, groups, races, etc. Managerial ethos
is concerned with the character and values of managers as a professional group. Contemporary
managers hold some specific values which affect work and some of these are: autonomy,
equity, security and opportunity.
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You may recall that individual autonomy is a very important dimension of OC. Enlightened
managers believe that most people prefer to feel free and to do things as they like within the
constraints imposed by their group. These managers tend to allow enough latitude to individual
employees as long as the use of this freedom does not violate basic norms of the organisation.
In the last two decades, some management practices have been innovated which are in keeping
with this value of autonomy.
Equity refers to justice in rewarding performance. Here again, modern managers strongly feel
that a person must get a reward proportionate to his input. In any case, deliberate exploitation
is to be avoided and as far as possible "fairness" is to be maintained.
Another highly rewarded value is security, both economic and emotional. Keeping a person on
his toes by making him feel insecure is slowly but steadily getting discredited as a management
philosophy. Even the societies which have practised "hire and fire" policy are unmistakably
shifting towards providing security of job.
Providing enough career advancement opportunities to employees is yet another contemporary
managerial value. For several reasons it may not be possible for many organisations to create
enough vacancies for everybody to advance in their career. However, modern managers
encourage themselves and others to continue growing through various modes of education,
although, it does not necessarily lead to career advancement. Besides these four values which
affect a manager's work, the manager may have a strong "Work Value".
Work Value refers to the worth a person ascribes to the opportunity of work. If you have a
"strong" work value you are going to identify the worth or value of work to you in more ways
than one. You may view work as an opportunity to: (a) accept challenges, (b) serve others, (c)
earn money, (d) enjoy prestige and status, (e) be creative, or (f) be independent, etc.
9.6 MANAGERIAL ETHOS: ITS CHARACTERISTICS
Apart from these values, the managerial ethos of high order requires certain other
characteristics as well. Let us describe these very briefly to you.
Action goal orientation: Persons with high sense of adequacy have clear goals about their
future and are directed by these goals. They usually do not think their goals in status terms (i.e.,
what they would like to be) but in activity terms (i.e., what they would like to do). For example,
when a junior manager thinks that he would like to be the "Chief of Marketing" he is statusgoal oriented; but when he thinks that he would like to be influenced the marketing policies of
the company, he is action-goal oriented.
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Pro-action: Proactive people do things on their own without having to be told by any one.
Such initiative taking behaviour leads to a high level of activity and experimentation. As
contrasted to these people are reactive persons or conformists who spend most of their lives in
doing things that others expect them to do. Reactive people are other-directed, whereas
proactive ones are inner-directed. A superior managerial ethos requires more of pro-action than
reaction.
Internal resources: Managers with high sense of adequacy are aware of their internal 'strength
and are guided by these strengths. They are aware of their weaknesses but this awareness does
not deter them from acting positively or to look for opportunities for continuous selfimprovement. They are open to feedback and ready to learn from experience.
Problem-solving attitude: A superior ethos requires that managers view themselves as
problem solvers, rather than problem-avoiders. These managers have a positive orientation to
problem situations and do not want to run away from problems. They tend to approach problem
situations with optimism because they have internal locus of control, i.e., a strong belief that
they can change the environment through their own efforts.
Before we move on to the next topic on Socialisation Process (How OC and Ethos are
transmitted), it would be useful if you complete some or all, of the following suggested
exercises.
Activity E
Get acquainted with at least one manager who values "Autonomy" and professes that he/she
practices it, as far as possible. Collect evidence to describe. how does he/she do it? What has
been the experience? Where has he/she faced problems? Prepare a report.
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
Activity F
Discuss with some other managers whether, according to their opinions, there are some other
values which are central to managerial ethos. What are these? How relevant are these to the
Indian situation? Prepare a short write-up.
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
Activity G
Identify an organisation which values "opportunity for growth and development" rather highly.
Collect evidences of some organisational practices which support of negate this value. Make a
journalistic report. Try to publish it.
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
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Activity H
Locate a situation where "Equity" principle is grossly violated. Look for the impact of this
violation. Draw some lessons from this situation to develop an insight into the process of work
motivation.
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
Activity I
Individually ask a few of your colleagues, "What does work mean to you"? Record their
verbatim responses. Analyse these responses. Make some non-evaluative and descriptive
comment on the nature of their Work Values. Share your observations with them.
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
Activity J
Hold an interview with a manager whom you respect for his/her managerial ethos. Share with
the person the four characteristics of ethos. Get his/her views on those characteristics. Add any
other characteristics of superior ethos which might emerge out of this interview.
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
9.7 HOW CULTURE AND ETHOS ARE MAINTAINED
You may have often experienced that every organisation has its own unique traditions and
customs. Seldom are these traditions and customs explicitly spelt out, yet, over a period of
time, organisations do develop long standing unwritten rules, regulations and rituals to
commemorate special moments, standards for social etiquette, taboos about what is not to be
done or spoken, jargon or special code language understood only by insiders. These, with a
whole lot of other features taken together, ate generally viewed as the "culture" of an
organisation. You May also have seen that often there is. a uniform perception held about these
features of an organisation. Sometimes these "images" are fairly stable passing from one
generation to another generation without undergoing much of a change. You might have
wondered how this happens.
In this section, we are going to discuss this issue; How does an organisation maintain
uniformity of its traditions and customs?
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The process through which the people are indoctrinated to accept the tradition and maintain the
homogeneity of ethos and behaviours is termed as socialisation. It is a process of adaptation by
which `new' members come to understand the basic values, norms and customs for becoming
`accepted' members of an organisation. Though the most intense period of socialisation is at
the `fresher' stage of entry into an organisation, the process continues throughout one's entire
career in the organisation. This is done to ensure traditions and to maintain uniformity. The
people who do not learn to adjust to the culture of the organisation become the targets of attack
and are often rejected by the organisation. Socialisation process has three stages:
• Prearrival
• Encounter
• Metamorphosis
Prearrival: This stage tries to ensure that prospective members arrive at an organisation with
a certain set of values, attitudes and expectations. This is usually taken care of at the selection
stage itself. Selectors try to choose the "right type" of people, who they feel, will be able to
"fit" the requirements of an organisation. Thus, an organisation, even before allowing an
outsider to "join", makes an attempt to ensure a proper match which contributes toward the
creation of a uniform culture within the organisation. The views of the founding fathers of an
organisation as well as the ethos of the present top management influences-consciously or
inadvertently the selection of the parameters of this "proper match".
Encounter: After gaining an entry into the organisation a new member faces an encounter
stage. There is always a possibility of difference between his expectations of an organisation
and the OC. If the expected image and OC matches, then encounter stage passes off smoothly
leading to confirmation of the image. If the imbalance between the two is acute, the person has
usually two choices open. First, he undergoes further socialisation which detaches him from
his previous expectations, replaces these with another set of expectations and thus helps him
get adjusted to the prevailing system. Second, he drops out due to disillusionment. In both the
cases the final result is the same: the status quo of traditions and customs are maintained.
Metamorphosis: People who had discovered an anomaly between their expectations and OC,
but decided not to drop out, enter into the metamorphosis stage. They must sort out their
problems and go through changes-hence this is called metamorphosis. When this
metamorphosis is complete, the members develop a uniform perception of OC and feel
`comfortable' with the organisation and job. Successful metamorphosis results in the member's
productivity being as per organisation's `norm', `average' commitment and lowered propensity
to leave the organisation. All these are indications of "typical" or "normative" behaviour.
For a very few persons, the metamorphosis stage may remain incomplete or unsuccessful.
These people, as yet, have not been able to "accept" the OC and thereby remain nonconformist.
This phenomenon is likely to result in atypical behaviour. Sometimes they continue to `fight'
the system, at least for some more time, with zeal and enthusiasm. A larger number are likely
to alienate themselves to soothe their feelings of disappointment.
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The process of socialisation is shown in Figure I.'

Here again, you will be able to see, the results remain the same – organisations maintain their
traditions and customs till the time the “fighters” win their case.
Sometimes an organisation, anxious to break away from its stifling OC, may choose to
deliberately appoint people without subjecting them to metamorphosis stage so that they bring
organisational change. We shall take up the issue and strategy of bringing organisation change
in a separate unit. In order to understand some aspects of your organisation’s culture you may
attempt some or all of the following exercises.
Activity K
Every organisation has some long-standing unwritten rules. All members implicitly accept and
agree to adhere to these rules. You may call these as unwritten code of conduct. Discuss with
some of your colleagues and identify at least five such unwritten rules of conduct. Analyse the
factors which influenced the development of these unwritten rules.
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
Activity L
Rituals refer to ceremonies or series of actions which are performed with some regularity to
observe special occasions (e.g., wearing a particular kind of dress; observing a particular day
of the year; throwing farewell parties to retiring members; introducing newcomers in a
particular way, etc.). Make a list of some rituals observed in your organisation. Compare this
list with somebody else’s from some other organisation. Comment on the uniqueness of your
organisation’s rituals.
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
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Activity M
Taboos refer to some of the prohibitions imposed on a few patterns of behaviour, i.e. the things
which one is not supposed to do (e.g., not calling superiors by their first names, not discussing
personal lives of others in public, not coming to the place of work in an inebriated state, etc.).
Make a list of such taboos followed in your organisation. Avoid including those which you
have already mentioned in the earlier exercise on unwritten rules.
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
Activity N
Jargon refers to a special language which only the members of the fraternity understand. This
is sometimes referred to as `Code language,' and may include nicknames for persons, events
and processes, etc. Prepare a list of words and expressions which are peculiar to your group or
organisation.
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
Activity O
Give an account of the socialisation process of your organisation in the prearrival stage. What
kind of traits in a person are usually favourably considered in the selection processes? Is there
any favourable or unfavourable bias towards a particular community? Caste? Mother tongue?
Schooling pattern? Family background? Personal appearance? Make a small note.
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
Activity P
Describe what happens in the Encounter stage when a person is appointed in your organisation.
What method of training is adopted to familiarise the person with the customs and practices of
the organisation? Is there any formal orientation training or one has to learn these on the job?
Recall your "Encounter" stage. What kind of expectations did you have before joining it? How
did you resolve any difference that you might have observed between your expectations and
experiences after joining? Prepare a report.
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
Activity Q
Locate a person in your organisation who is very different from all others in terms of his
performance or commitment to the job (It could be quite high or quite low). How does the rest
of the organisation relate with this person? Is he isolated? Ignored? Highly respected? Are
people annoyed with him? What do others do to express their feelings towards him? If possible,
hold an interview with the person and try to discover his perceptions about different dimensions
of OC.
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
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9.8 SUMMARY
You have come across a variety of concepts in this unit. Let me help you in integrating these
concepts through a model. You can see (Figure II) that there are some determinants in the form
of Internal and External factors which influence various dimensions of an organisation's
internal environment. These dimensions are perceived as OC, i.e., characteristics of climate
and culture of an organisation. Both Managerial Ethos and Socialisation Process help maintain
OC.

9.9 SELF-ASSESSMENT TEST
1.
Distinguish between culture and climate. What difference does this distinction mean to
you as a manager.
2.
What is the influence of leadership style on organisational climate?
3.
How can traditions and customs be maintained in organisations where change is the
order-whether by design or default?
9.10 KEY WORDS
Action-Goal Orientation: Tendency to think about one's goals in activity terms.
Atypical Behaviour: Actions which are not usually displayed by the majority of people in any
group.
Conflict: The extent to which people oppose and block each other.
Consideration: The extent to which stimulation and help is received by an individual from
others.
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Control: The degree to which a check is kept on the behaviour of an individual.
Encounter: A stage of socialisation when a person explores the difference between his
expectations and reality.
Equity: A value of maintaining fairness in receiving a reward in proportion to one's'
contribution.
Ethos: Character and values of an individual or of a group.
Individual Autonomy: The extent of freedom from accountability to others.
Internal Resources: Awareness of one's intellectual and moral strength.
Metamorphosis: A stage of socialisation where adaptation and changes take place.
Normative Behaviour; Actions which are usually displayed by majority people in any group.
OC: A coined term which refers to perceived characteristics of organisational climate and
organisational culture.
Opportunity: A value which stands for providing enough scope to people to develop
their capacities.
Organisational Climate: Enduring qualities of the internal environment of an organisation.
Organisational Culture: A relatively uniform perception about a number of features of an
organisation which allows distinction of one organisation from others.
Position Structure: The extent of direct supervision and formalisation.
Prearrival: A stage of socialisation which screens the values, attitudes and expectations of
people before joining an organisation.
Pro-action: An orientation to take initiative and to do things without being told to do.
Problem-solving Attitude: A propensity to face problems rather than avoiding them.
Progressiveness & Development: The scope for growth of oneself and others.
Reward Orientation: The tendency to provide incentives for higher effort and performance.
Risk-taking: The extent of freedom given in an organisation to experiment with new untried
ideas.
Security: A value which stands for providing economically, physically and emotionally safe
environment to employees.
Social Forces: The forces in the environment outside an organisation.
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Socialisation: A process of adaptation through which the people come to understand the
values, norms and customs of an organisation.
System 4: A type of organisation structure which allows participation and involvement of all
groups in all important processes.
Value: An enduring belief that a specific mode of conduct is personally and socially preferable
to other alternative modes of conduct.
Work Values: Degree of worth a person ascribes to the opportunity of work.
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UNIT10
MANAGEMENT
CONFLICTS

OF

ORGANISATIONAL

Objectives
After studying this Unit, you should be able to:
•
Recognise different types of conflicts
•
Describe the process of a conflict
•
Compare and contrast different views about conflict
•
Appreciate functional and dysfunctional consequences of conflict
•
Identify the sources of conflict
•
Decide when and how to stimulate conflict
•
Diagnose which conflict resolution strategy to use and when.
Structure
10.1 Introduction
10.2 Types of Conflict
10.3 The Process of Conflict
10.4 Different Views About Conflict
10.5 The Impact of Conflict
10.6 Sources of Conflict
10.7 Modes of Conflict Management
10.8 Summary.
10.9 Self-assessment Test
10.10 Key Words
10.11 Further Readings
10.1 INTRODUCTION
Life is a never ending process of one conflict after another. Remember the time when you were
a small child and had to choose between a tricycle and a cricket set or say, a set of dolls and a
new frock for a birthday present. That was probably your first exposure to a conflict situation.
Of course, this is a simplistic example of a conflict, but has life been the same since? Probably
not. Think back and recall how each succeeding conflict in your life over the years has, been
increasingly complex.
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Conflict is a theme that has occupied the thinking of man more than any other with the
exception of God and love. Conflict has always been widespread in society but it is only
recently that it has generated a lot of interest and has been the focus of research and stud We
are living in the age of conflict. Every day the choices available to us regarding any decision
are increasing in number. You may have wanted to become a manager, an entrepreneur or a
computer scientist. On the other hand, your father might have wanted you to become a doctor,
a lawyer or a chartered accountant. Thus, you faced a conflict not only at an intrapersonal level,
in terms of the various choices confronting you, but also at an interpersonal level-your choice
vs. Your father's choice of a career for you.
Conflict is not confined at the individual level alone but is manifesting itself more and more in
organisations. Employees have become more vociferous in their demands for a better deal.
Various departments in an organisation face a situation full of conflicts due to a number of
reasons like goal diversity, scarcity of resources or task interdependence etc.
Management today is faced with the awesome responsibility of ensuring optimum levels of
growth and productivity in an environment that is full of conflicting situations. A survey
suggests that the modern manager spends over 20% of his time handling one form of conflict
or the other. Top and middle level managers in the same survey have pointed out the importance
of conflict management skills. We hope that the knowledge you will gain from this Unit will
equip you better to manage conflict situations more deftly at your workplace.
10.2 TYPES OF CONFLICT
Conflict within an Individual
You can locate conflict at various levels. There could be conflict within oneself-the
intrapersonal conflict. Basically, there are three types of such conflicts. You may have an
excellent job offer in a city you are not willing to go to. In such a case, you are attracted to and
repelled by the same object-an approach-avoidance conflict. Similarly, you may be attracted to
two equally appealing alternatives like seeing a movie or going for a picnic-an approachapproach conflict. You may also be repelled by two equally unpleasant alternatives like the
threat of being dismissed if you fail to report against a friendly colleague who is guilty of
breaking the organisation's rules-an avoidance-avoidance conflict.
Conflict between Individuals
Conflict can also take an interpersonal form. Conflict between individuals takes place owing
to several factors, but most common are personal dislikes or personality differences. When
there are only differences of opinion between individuals about task-related matters, it can be
construed as technical conflict rather than interpersonal conflict. Of course, technical and
interpersonal conflicts may influence each other due to role-related pressures. The sales
manager may put the blame for low sales volume on the production manager not meeting his
production schedule and may start disliking the production manager as an incompetent person.
It is often very difficult to establish whether a conflict between two parties is due to manifest
rational factors, or it emanates from hidden personal factors.
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Conflict between an Individual and a Group
These types of intragroup conflicts arise frequently due to an individual's inability to conform
to the group norms. For example, most groups have an idea of a "fair day's work" and may
pressurise an individual if he exceeds or falls short of the group's productivity norms. If the
individual resents any such pressure or punishment, he - could come into conflict with other
group members. Usually, it is very difficult for an individual to remain a group-member and at
the same time, substantially deviate from the group norm. So, in most cases, either he conforms
to the group norm or quits (or is rejected by) the group. Of course, before taking any such
extreme step, he or the other group members try to influence each other through several
mechanisms leading to different episodes of conflict (much to the delight of the researchers in
this field called Group Dynamics).
Conflict between Groups within an Organisation
Intergroup conflicts are one of the most important types of conflict to understand, as typically,
an organisation is structured in the form of several interdependent task-groups. Some of the
usually chronic conflicts in most of the organisations are found at this level, e.g., Union vs.
Management, one Union vs. another Union; one functional area like production vs. another
functional area like maintenance; direct recruits vs. promotees, etc. The newly emerging field
of Organisational Politics has started systematically investigating such types of conflict and in
a later section on the effects of conflict we shall give examples of what happens to groups when
their conflicts are not solved.
Conflict between Organisations
Conflict between organisations is considered desirable if limited to the economic context only.
The laissez-faire economy is based on this concept. It is assumed that conflict between
organisations leads to innovative and new products, technological advancement, and better
services at lower prices. However, in this Unit we shall refrain from probing into this macrolevel conflict.
Activity A
From your own experience, give an example of approach-approach conflict where you had to
choose between two equally attractive goals. Recall another example of avoidance-avoidance
conflict where you had to choose between lesser of two evils: Cite yet another example of
approach-avoidance conflict where you felt quite ambivalent because both positive and
negative incentives were associated with the same goal.
…………………………………………………………………………………………………..
Activity B
Recall an interpersonal conflict situation where you found two persons you care about were in
conflict in which anger, hostility, and strong opinions were present; Outline the triggering
events and what exactly happened. What did you do? Did you become involved and take a
position? Or did you attempt to mediate? Or were you observing to see what happens? Or did
you leave the scene because you thought it was none of your business?
…………………………………………………………………………………………………..
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Activity C
Cite an example of inter-group conflict in the organisation where you work, It can be an
example of lateral conflicts, e.g., between two departments, between line and staff, between
two unions, etc. Or it can be an example of vertical conflict, for example between union and
management. What are the behaviours of the groups from which you infer that they are in
conflict? List these behaviours.
…………………………………………………………………………………………………..
10.3 THE PROCESS OF CONFLICT
You have just observed that beginning within an individual, conflict can be found on several
levels. The nature of intrapersonal conflict is of very high significance and the knowledge of
mechanisms available to resolve it is immensely important in improving personal effectiveness,
In this Unit; however, our focus will be on interpersonal, intragroup and intergroup conflicts
as these types directly influence effectiveness of an organisation. For a conflict to exist it must
be perceived by the parties to it. If no one 'is aware of a conflict then it is generally agreed that
no conflict exists. Still, does, a mere awareness of opposing goals, or differences of option, or
antagonistic feelings imply that there is a conflict? It would be easier for you, to understand
conflict, if you view it as a dynamic process which includes antecedent conditions, cognitive
states, affective states and conflicting behaviour. Have a look at Figure I on the conflict process
and you will be able to describe and analyse conflict between two parties-individuals, groups
or organisations-in a chain of episodes which tend to unfold in a particular sequence.
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Potential Antagonism
The first stage is the presence of antecedent conditions that create opportunities for conflict to
arise. They need not necessarily lead to conflict and may be present in the absence-of conflict
as well. You may refer to this stage as the source of conflict and in a later section we shall have
a fuller discussion on these antecedent conditions which might prepare the ground for the onset
of the second stage. Some of these antecedent conditions which we shall discuss refer to
scarcity of resources, heterogeneity of members and diversity of goals, values, perception;
degree of dependence between groups; insufficient exchange of information, etc.
Cognition and Personalisation
The antecedent conditions may or may not lead to conflict. They must be perceived as
threatening if conflict is to develop. The situation may be ignored if it is seen as minimally
threatening. Moreover, if a conflict is perceived, it does not mean that it is personalised ("felt
conflict"). However, if feelings are generated, they tend to influence perception of the conflict.
It is at the felt level, when individuals become emotionally involved and parties experience
feelings of threat, hostility, fear or mistrust.
Conflictive and Conflict-management Behaviour
Manifest behaviour is the action resulting from perceived and/or felt conflict. At this stage, a
conscious attempt is made by one party to block the goal achievement of the other party. Such
behaviour may range from subtle, indirect and highly controlled forms of interference to more
open forms of aggressive behaviour like strikes, riots and war. Most conflict-handling
behaviours are displayed in several forms like resignation and withdrawal, appeasement and
compromise, confrontation and collaboration, etc. These behaviours are often referred to as
conflict management styles and stem from the strategies of conflict stimulation or conflict
resolution. In a later section, we shall discuss in greater detail some of these modes of conflict
management.
Aftermath
The interplay between different forms of overt conflict behaviour and conflict handling
strategies of stimulation or resolution influence the consequences. These consequences (in
terms of performance of the group, the level of satisfaction and quality of relationship in the
involved parties, change of structure and policies etc.) in turn influence the antecedent
conditions and probability of future conflict. Sometimes, the aftermath sows the seeds of yet
another conflict episode in which case the entire process is repeated.
The four-stage conflict-process model is a very useful framework to understand the episode of
any conflict. On the basis of such a framework you can now define conflict as the process
which begins when A, as one party perceives that B, as the other party, is making some
conscious efforts to frustrate A in pursuing his interest. Party A and/or B may he an individual
and/or group(s).
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Activity D
Think about a conflict episode in your workplace between two parties about whom you have
some knowledge. What were the antecedent conditions which allowed the conflict to arise?
How did the two parties respectively perceive the conflict situation? What were their respective
feelings? What manifest behaviour showed that they were in conflict? How was the conflict
managed? What were the consequences? Prepare an analytical report.
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
10.4 DIFFERENT VIEWS ABOUT CONFLICT
At this stage, you might be tempted to ask quite a few questions about the role of conflict in
groups and organisations. Can you avoid all conflicts or are they inevitable? Is it at all good to
have any conflict? Who is primarily responsible in allowing a conflict to take place?' What
should be the role of a manager once it arises? These are very important questions which people
tend to answer in one way or the other depending upon the views they hold about conflict. The
views about conflict itself are "conflicting". In this section, we shall examine these views and
their impact on management practices.
The Traditional View
The traditional view. prevalent in the 1930s.1940s, regarded all conflicts as harmful and evil.
Conflict was viewed negatively and was associated with violence, turbulence, agitation,
destruction and irrationality. It was believed that conflict indicated a malfunctioning within the
organisation and that the appearance of conflict was the consequence of the management's
failure to bind the employees and the organisation together and failure to communicate to them
the commonality between the individual and organisation interests. Had the management
corrected those lapses, according to the traditionalists, there would have been no conflict, and
the organisation would have been able to function as a smooth integrated whole. In fact,
Frederick Taylor, the father of "Scientific Management" was of the opinion that if the principles
of scientific management were properly applied, then the age-old conflict between labour and
management would disappear. The traditionalist view offers a rather simplified approach to
conflict. Since all conflict is bad and is to be avoided, then we need merely isolate the factors
that cause conflict and eliminate them. Research studies have provided evidence to dispute this
viewpoint, yet many of us continue to believe that conflict is unnecessary and is to be always
avoided.
The Behavioural View
The, behavioural school of thought argues that conflict is the logical and inevitable outcome in
any organisation and as such should be accepted. The conflict theory was dominated by the
behaviouralist approach from the late I940s through the mid-1970s. The behaviouralists
maintained that since an organisation was composed of individuals and they had different
perceptions of goals and differing values, conflict was bound to arise in the organisation.
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Managers of various departments had separate priorities and conflicting ideas about resource
allocation. Hence conflict was the unavoidable outcome. Subordinates may clash with the
manager over whether the work can be accomplished in the given period of time or not. They
might even argue with subordinates at their own level over the best possible way to do a given
job. Thus, according to the behaviouralists, conflict was an unavoidable outcome but at the
same time they believed that conflict need not always be detrimental. Under some
circumstances it could focus on problems and instigate a search for better and more innovative
solutions to problems.
Though the behaviouralists conceded that conflict could lead to more creativity in problem
solving and could be beneficial to organisation under certain conditions, yet they perceived
conflict as harmful something to be resolved once it arose. Their views about human nature
were that people are essentially good; trust, cooperation and goodness are given in human
nature. According to the behaviouralist, the major antecedent conditions which induce
aggressiveness and conflict in people are the faulty policies and structure resulting in distortion
and breakdown in communication. Hence the manager's role in resolving conflict is to restore
understanding, trust and openness between parties.
The interactionist View
The thinking currently prevalent about conflict has been labelled as the interactionist view. In
contrast to the behaviouralist view which merely accepts conflict as inevitable, the
interactionists not only accept conflict but also encourage it. However, they maintain that
conflict must be regulated so that it does not get out of control producing dysfunctional
consequences. The inevitability of conflict results from the interaction between
organisationally imposed struggle for limited rewards (e.g., status, responsibility or power) and
innate aggressive and competitive instincts in people. Against this perspective, the
interactionists maintain that if harmony, peace, tranquillity and cooperativeness prevail in a
situation for a long time, the group is prone to become nonresponsive to innovation and change.
To shake the group out of its complacency and to make it viable, self-critical and creative, an
ongoing minimum level of conflict must be maintained. Advocates of interactionist view
emphasise that the mission of management is effective goal attainment, not the creation of
harmony and cooperation. So, a manager's task is not to eliminate or reduce conflict but to
manage it in such a manner so that its beneficial effects are maximised and its negative or
harmful aspects are minimised. Such conflict management may even include stimulation of
conflict where absence of conflict may hamper an organisation's innovation and creativity and
thus prevent it from reaching an optimal level of performance.
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Activity E
Test your comprehension of the three views of conflict by checking each of the following
statements as "TRUE" or "FALSE".

Answers: (i) T; (ii) F; (iii) T; (iv) T; (v) F; (vi) T; (vii) T
10.5 THE IMPACT OF CONFLICT
From the discussions on different views on conflict, what inference do you draw? Inference could be
that conflict can have both positive and negative impact on individuals, groups and organisations. For
example, as a result of intergroup conflict, certain changes occur within groups and between groups.
Some changes have positive effects, others have negative effects. Let us explore this issue with Edgar
Schein (1980) who has compiled a list of changes on the basis of research findings.

As a result of intergroup conflict some changes that may occur within the groups involved are:
1.
Group cohesiveness increases. The group becomes more closely knit; its members
show greater loyalty.
2.
The group becomes task-oriented. Group climate changes from informal to taskoriented in order to deal with the external threat.
3.
Leadership becomes more directive. As the group becomes more task-oriented, the
leader becomes more authoritarian.
4.
Organisational structure becomes more rigid. Authority and responsibility
relationships among and between members become more clearly defined.
5.
Group unity is stressed. The group demands increasing loyalty and conformity from
its members.
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Prolonged group conflicts cause the following changes in relationship between groups:
1.
2.
3.

4.

Groups become antagonistic toward each other. Each group sees the other as an
enemy who interferes with its goal-oriented behaviour.
Perceptions are distorted. Each group develops positive perceptions about its own
group and negative perceptions toward the other.
Communication ceases to exist. When in conflict members of one group avoid
interaction with members of the other. If they are forced to interact, they tend to show
hostility and aggression towards each other.
Groups apply a double standard. Each group clearly sees all the vicious acts of the
other party while remaining blind to the same acts performed by their own group.

From the above two lists of changes within and between groups in conflict, you can spot a
number of negative effects. What about some potential benefits of intergroup conflicts? Here
is such a list:
1.

2.
3.

4.

5.

Conflict clarifies the real issue. When people of groups express their concerns and
differences, it helps sharpen the real issue involved in a problem. Without conflict,
many organisational problems go unnoticed and remain unresolved.
Conflict increases innovation. Conflict generates a greater diversity of ideas and
viewpoints. Such a diversity can stimulate innovation in organisational practices.
Intergroup conflict solidifies the group. When members of a group are faced with an
external enemy, they tend to work together more closely to deal with it. A manager may
use this new cohesion to reduce internal conflicts.
Conflict serves as a catharsis. Conflict can provide an outlet through which
organisational members can ventilate their feelings without damaging organisational
functioning.
Conflict resolution solidifies intergroup relationships. Once group conflict is
successfully resolved, it can solidify the relationships between groups and it may even
make the groups feel closer to each other.

Looking into some of the effects of conflicts you can take a balanced view to conclude that
conflict is inherently neither good nor bad but simply has the potential to improve or impair an
organisation's performance through its consequences. Conflicts that result in increased
organisation performance and help an organisation to attain its goals may be termed as
Functional. On the other hand, conflict that hinders an organisation's growth and prevents it
from achieving its goals can be termed as Dysfunctional. Thus, conflict in certain forms can be
functional or dysfunctional depending upon its nature, intensity, duration and the manner in
which it is handled.
You may ask: How do I know whether a conflict is functional or dysfunctional? On what
criteria should I base my judgment about the value of conflict? It is true that the demarcation
between functional and dysfunctional conflict is neither clear nor precise.
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No particular level of conflict can be adopted as acceptable or by the impact it has on group/unit
performance, rather than on a single individual. criterion for you to base your judgment upon
is unit performance. Since a group exists to achieve certain predetermined goals, the
functionality of a conflict can be measured by the impact it has to group/unit performance,
rather than on a single individual. Figure II shows the relationship between organisational
conflict and group or unit performance.

The figure shows that there is an optimal, highly functional level of conflict at which the unit's
performance is at the maximum. This can happen because at that level of conflict the group or
the unit's internal environment is characterised by self-criticism and innovativeness. When the
conflict level is too low, it is dysfunctional as the unit's performance is low due to apathy,
stagnation, lack of new ideas and nonresponsiveness of the unit-members to the demands of
change. In such a situation, a manager may have to resort to stimulating conflicts to make the
unit more viable On the other hand, when the conflict level is too high, it is again dysfunctional,
as the survival of the group or the unit is threatened owing to diversion of energies away from
performance and goal attainment activities of the members. Chaos and disruption prevails.
Naturally, the most important managerial task becomes how to resolve the conflict.

29

Activity F
Recapitulate your experience of an intergroup conflict in your work situation. Refer to the
changes within and between groups listed in this section. Check whether such changes took
place in your experience or not. What additional changes did you notice? Referring to your
group as A and the other as B, narrate the entire proceedings of the events from the eyes of an
outsider in the form of a case.
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
Activity G
Hold a 20-minute discussion with your friends on the issue of functionality of conflicts. You
take the position that conflict can he functional. Collect some evidences to substantiate your
position. Encourage others to hold an opposite view and prove their position with the help of
evidence. After this discussion is over, reflect and report whether conflict between you and
your friends on the issue of functionality of conflict has been `functional' or not in terms of
clarifying the issue!
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
Activity H
Locate a workgroup where there is almost no conflict and the group is characterised by peace
and tranquillity. Collect some data on this group's performance and the average performance
of all other similar groups but with different degrees of conflict. Plot the performance of this
group against the average performance. Check whether the relationship between unit
performance and absence of conflict suggested in Figure II is correct. Revise your
understanding, if need be.
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
10.6 SOURCES OF CONFLICT
In the earlier sections, you have seen that it would be naive to think that conflicts in an
organisation take place simply due to lack of understanding between people. A large number
of potential sources of conflict exist in organisational life as antecedent conditions and realistic
basis for some conflicts. In this section, we shall quickly review some such sources.
Competition for Limited Resources
Any group exists for the purpose of attaining some goals with the help of available resources.
These resources may be tangible like men, materials, and money or intangible like power, status
or the manager's time. No organisation is capable of providing all the resources demanded by
various units. Resources are limited and different groups have to compete for these scarce
resources and many conflicts arise from this source.
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Diversity of Goals
Groups in organisation have different functions to perform and as such they develop their own
norms and goals. Theoretically the achievement of these goals should achieve overall
organisational goals but, often, in real life the reverse is true. Goals of one group are
incompatible to the goals of another group. Take, for example, a company which manufactures
electric fans that has a seasonal demand. Three departments marketing, production and financeare involved. Since the demand for the product is seasonal, the marketing manager would like
to have sufficient stock during the season. The production department has to gear up its capacity
during the season but because of a tight labour market finds it difficult to hire labour
temporarily and resorts to employ people on a permanent basis. This creates another problem.
The finance manager says that as the storage costs are high it is expensive to keep stock build
up in the slack season, and maintaining the production line during slack season imposes an
additional burden.
This example shows that each department develops its own goals, which may conflict with
another department's goals and one department may try to achieve its goals at the expense of
another. This happens quite often when the reward system is linked to group performance rather
than to overall organisational performance.
Task Interdependence
Groups in an organisation do not function independent of one another. They have to interact
with one another in order to accomplish their tasks. The sales department will have nothing to
sell unless the production people produce goods and goods cannot be produced unless the
financial department comes up with the money to buy raw materials. Thus, smooth interaction
between various groups is essential for the efficient functioning of the organisation. Three types
of interdependence can cause intergroup conflict-pooled, sequential and reciprocal.
Pooled interdependence
Exists when two work groups may not directly interact with each other but are affected by each
other's actions. For example, when one independent product group performs poorly, all other
groups may suffer financially. This can happen when rewards are contingent upon collective
performance.
Sequential interdependence
Occurs when one group's performance depends on another group's prior performance. In a
construction project, for example, the excavating team must prepare the foundation before the
masons can work on the building structure. Since the masons depend on the excavators, conflict
between the groups can occur when the excavators' work is delayed.
Reciprocal interdependence occurs when two or more groups are mutually interdependent in
accomplishing their tasks. For example, in developing and marketing a new product, three
major departments (marketing, production and research) depend on each other to perform their
tasks. Information possessed by one department is needed by another department.
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For example, the research department needs market information from the marketing
department, and marketing needs research to provide customer services. When one group is
unable to meet the expectations of another group, intergroup conflict usually results.
Differences in Values and Perception
A lot of conflict is generated within organisations because various groups within the
organisation hold `conflicting' values and perceive situations in a narrow, individualistic
manner. An example that comes readily to mind is that of the managment-labour conflict.
Labour feels that management is exploiting it because in spite of making a profit, management
does nothing for the economic welfare of labour. On the other hand, management feels that the
profits should go to cash reserves so as to make the company an attractive proposition for
investors. Another example is the conflict between engineering and manufacturing.
Engineering lays stress on technological sophistication and precision and is accused by
manufacturing of designing products that will last for 50 years but that the customers cannot
afford. Similarly, engineering accuses manufacturing of making products of such limited
durability that the company's reputation suffers.
Organisational Ambiguities
As implied, conflict may emerge when two organisational units compete over new
responsibility. Intergroup conflict stemming from disagreement about who has responsibility
for ongoing tasks is an even more frequent problem. Newcomers to organisations are often
struck by the ambiguity that exists about job responsibilities. Few organisations make extensive
use of job descriptions or periodically update the job descriptions that do exist. Further, it is
rare that the manager or employee consults his own job description. Managerial and staff jobs
by their very nature are difficult to structure tightly around a job description.
Introduction of Change
Change can breed intergroup conflict. Acquisitions and mergers, for example, encourage
intergroup conflict, competition, and stress. When one organisation is merged into another, a
power struggle often exists between the acquiring and acquired company. An attempt is usually
made to minimise conflict by laying out plans for power sharing before the acquisition or
merger is consummated. Frequently, the acquired company is given representation on the board
of directors of the acquiring company. Nevertheless, power struggles are difficult to avoid.
Nature of Communication
One of the major fallacies abounding about conflict is that poor communication is the cause of
all conflicts. A typical statement is: "If we could just communicate with each other, we could
eliminate our differences". Such a conclusion is not surprising considering the little time most
of us have at our disposal communicating with one another. At the same time, evidence does
suggest that problems in the communication channel such as noise, distortion, omission and
overload do affect the process of collaboration and lead to misunderstanding. The potential for
conflict increases when either too little or too much communication takes place. Apparently,
an increase in communication is functional up to a point, where after it is possible to
overcommunicate with a resultant increase in potential for conflict. Too much information as
well as too little information can lay the foundation for a conflict.
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Aggressive Nature of People
Another factor that has a large potential for generating conflict within an organisation is
personality characteristics that account for individual idiosyncracies and differences. Evidence
suggests that certain personality types-for example, individuals who are highly authoritarian,
arrogant, autocratic and dogmatic-lead to potential conflict. People have a natural need to find
an outlet for their aggressive tendencies. Organisations are sometimes used as arenas for
expression of aggression-'blowing off steam'-leading to conflict.
This discussion on the sources of conflict is intended to emphasise that it is not possible to
design an organisation which will remain conflict-free for all times to come. Conflict is
inevitable. in an organisation as some of these sources will always remain in any organisation.
However, these sources are not to be confused with the causes of a conflict. A conflict, in
ultimate analysis, is caused by perceptions and feelings people experience when an
incompatibility exists between what they want and what someone else wants. When perception
of incompatibility and feeling of frustration generate actions. conflict is manifested.
Activity 1
Which sources of conflict have contributed most in the conflict examples that you have given
in your earlier exercises? Is one particular source more recurrent than others? Could you
identify some other sources of conflict so as to make the list more comprehensive? Prepare a
revised list of sources with examples from yours and your friends' experiences.
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
10.7 MODES OF CONFLICT MANAGEMENT
We can now move on to examine the modes through which conflict can be handled so as to
result in optimal unit performance. You have already seen that when conflict level is too low,
the unit performance is also likely to be low and there is a scope for a perceptive manager to
stimulate conflict in order to enhance the performance of the group. Similarly, when the level
of conflict is too high, conflict needs to be resolved so as to restore high performance and
optimal level of conflict. So, in this section, we shall examine both the strategies of conflict
management-stimulation as well as resolution.
Stimulating Productive Conflict
Most of us since childhood have been taught to avoid conflict and even disagreement, how
many times have you heard the statements "Don't Argue", "Stop fighting" or "It's better to turn
the other cheek"? However, this tendency to avoid conflict is not always productive and there
are times when there is a need to stimulate conflict. In an interesting experiment, series of
groups were formed to tackle a problem. Some groups contained a planted member to challenge
the majority opinion, some groups did not have. Without fail, all groups that had a planted
member came up with a more perceptive solution than the other groups.
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However, when the groups were asked to drop a member, all groups that had a planted member
chose to drop the dissenting member despite clear evidence that the conflict was beneficial.
Such resistance to conflict is what managers have to overcome in stimulating productive
conflict.
Robbins (1978) suggested the following as signs where conflict stimulation is needed:
1. The organisation is filled with "yes men".
2. Employees are afraid to admit ignorance.
3. Compromise is stressed in decision making.
4. Managers put too much emphasis on harmony and peace.
5. People are afraid of hurting the feelings of others.
6. Popularity is given more importance than technical competence.
7. People show great resistance to change.
8. New ideas are not forthcoming.
9. There is an unusually low rate of employee turnover
The presence of one or more of these signs is usually an indication of the need for conflict
stimulation. Once the need has been identified you may adopt one or more of the following
techniques:
1. Manipulate Communication Channels
a)
Deviate messages from traditional channels
b)
Repress information
c)
Transmit too much information
d)
Transmit ambiguous or threatening information
2. Alter the Organisation's Structure (redefine jobs, alter tasks, reform units or activities)
a)
Increase a unit's size
b)
Increase specialisation or standardisation
c)
Add, delete or transfer organisational members
d)
Increase interdependence between units
3 Alter Personal Behaviour Factors
a)
Change personality characteristics of leader
b)
Create role conflict
c)
Develop role incongruence
These are only a few of the suggestions possible. Depending upon your values and the
organisation's value-system, some of the suggestions may even sound unethical as you may
feel that a desirable end-state does not always justify the questionable means (like transmitting
threatening information). We leave it for you to decide. But if by stimulating your valueconflict, we become successful in helping you to understand the important option of conflict
stimulation, we shall consider that such conflicts are functional.
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Resolving Interparty Conflict: How and When
You have seen that stimulating conflict is a required mode of conflict management when
groups are characterised by apathy, complacency, non-responsiveness to needed change, lack
of enthusiasm for generating alternatives, etc. Though these symptoms are very much present
in a number of work-units in Indian organisations (and hence calls for appropriate conflict
stimulation interventions), the more commonplace are heightened manifest conflicts. So, for
most practical purposes, you should not only possess the knowledge of different strategies of
conflict-resolution hut should also know when to use which strategy.
There is no dearth of literature in this area and different authors have given different
taxonomies in reviewing possible conflict resolution strategies. Here we consider Feldman's
(1985) strategies of intergroup conflict-resolution.
The primary dimension along which intergroup conflict-resolution strategies vary is how
openly you as a manager should address the conflict. The chief characteristic of conflictavoidance strategies is that they attempt to keep the conflict from coming into the open. The
goal of conflict-diffusion strategies is to keep the conflict in abeyance and to "cool" the
emotions of the parties involved. Conflict-containment strategies allow some conflict to
surface, but tightly control which issues are discussed and the manner in which they are
discussed. Conflict-confrontation strategies are designed to uncover all the issues of the conflict
and try to find a mutually satisfactory solution.
Conflict-avoidance Strategies
Ignoring the Conflict
This strategy is represented by the absence of action. You, as a manager, have often avoided
dealing with dysfunctional aspects of conflict. Unfortunately, when you avoid searching for
the causes of the conflict, the situation usually continues or becomes worse over time. Although
ignoring the conflict generally is ineffective for resolving important policy issues, there are
some circumstances in which it is at least a reasonable way of dealing with problems. One such
circumstance in which ignoring the conflict is a reasonable strategy is when the issue seems to
be symptomatic of other, more basic conflicts. For example, two groups may experience
conflict over the amount and quality of office space. Such conflicts often reflect more important
issues
about relative power and status. Resolving the office space problem would not address the key
issues, and attention could be directed more fruitfully to the more basic concerns.
Imposing a Solution
This strategy consists of forcing the conflicting parties to accept a solution devised by a higherlevel manager. Imposing a solution does not allow much conflict to surface, nor does it leave
room for the participants to air their grievances, so it also generally is an ineffective conflictresolution strategy. Any peace that it does achieve is likely to be short-lived. Because the
underlying issues are not addressed, the conflict reappears in other guises and in other
situations.
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Forcing a solution can, however, be appropriate when quick, decisive action is needed. For
instance, when there is conflict over investment decisions, and delays can be very costly,
forcing a solution may be the best strategy available to top management. Likewise, it may be
necessary when unpopular decisions must be made and there is very little chance that the parties
involved could ever reach agreement (Thomas, 1977). An example of this is when an
organisation must cut back on the funding of programs. It is unreasonable to expect that any
department would agree to cut its staff and expenses for the greater good, yet some hard and
unpleasant decisions ultimately must be made.
Conflict-diffusion Strategies
Smoothing
One way you can deal with conflict is to try to "smooth it over" by playing down its extent or
importance. You may try to persuade the groups that they are not so far apart in their viewpoints
as they think they are, point out the similarities in their positions, try to "pat" group members
whose feelings have been hurt, or play down the importance of the issue. By smoothing the
conflict, you can hope to decrease its intensity and avoid escalation or open hostility. Like
forcing a solution, smoothing generally is ineffective because it does not address the key points
of conflict.
However, smoothing sometimes can serve as a stop-gap measure to let people cool down and
regain perspective. In the heat of the battle, people may make statements that are likely to
escalate the conflict, and smoothing often can bring the disagreement back to a manageable
level. Smoothing also may be appropriate when the conflict concerns nonwork issues. For
instance, intergroup conflict frequently occurs between older and younger employees because
of their different political beliefs and moral values. Smoothing can help to defuse the tension
so that the conflict does not spill over into central work issues.
Appealing to Superordinate Goals
You can defuse conflicts by focusing attention on the higher goals that the groups share or the
long-range aims that they have in common. This tends to make the current problem seem
insignificant beside the more important mutual goals. Finding superordinate goals that are
important to both groups is not easy. Achieving these goals requires cooperation between the
groups, so the rewards for achieving the goals must be significant. The most successful, and
most frequently used, superordinate goal is organisational survival, i.e., if the subunits do not
cooperate sufficiently, the continued existence of the larger organisation itself will be severely
jeopardised.
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Conflict-containment Strategies
Using Representatives
One of the strategies you can use to contain conflict is the use of representatives. In order to
decide an issue, you can meet with representatives of the opposing groups rather than deal with
the groups in their entirety. The rationale is that the representatives know the problems and can
argue the groups' points of view accurately and forcefully.
Although this seems to be a logical way of proceeding, the research on the use of
representatives as a means of solving intergroup conflict is fairly negative. Representatives are
not entirely free to engage in compromise; rather, they must act. out of loyalty and are
motivated to win (or at least avoid defeat) even though a solution to the intergroup problem
may be sacrificed in the process. A representative who "gives in" is likely to face suspicion or
rejection from group members, so if a representative cannot win, he or she will try to deadlock
a solution or at least forestall defeat.
Although individual representatives have difficulty in negotiating an agreement because of
their fear of rejection by their groups, two situational factors can increase the effectiveness of
this strategy. First, the use of group representatives from each side can help to overcome
individual anxiety about group rejection. The members of each team can provide mutual
support when they need to make concessions in order to achieve agreement. Also, groups of
negotiators may receive broader support and trust from their respective sides, since each
representative may represent a different constituency or bring a different expertise to the
negotiations. Most labour negotiations involve several representatives of both management and
labour.
Resolving conflict through representatives is more effective before positions become fixed or
are made public. After positions become fixed, representatives become even more intransigent,
and "given in" is more likely to be attributed to the personal failure of the representatives than
to situational factors.
Structuring the Interaction
Some managers assume that one way to decrease conflict is to increase the amount of contact
between the groups (if the groups interacted more, they would like each other better and fight
less). In reality, increased interaction can merely add fuel to the fire; the two groups spend their
time looking for additional reasons to reinforce their negative stereotypes of each other.
However, structuring the interaction between the groups can be effective in resolving conflict.
Providing a framework on how many issues are discussed and the manner in which they are
discussed can facilitate conflict resolution. There are many ways to structure the interaction
between groups to deal with conflict; some of the most effective strategies include: (a)
decreasing the amount of direct interaction between the groups in the early stages of conflict
resolution; (b) decreasing the amount of time between problem-solving meetings; (c)
decreasing the formality of the presentation of issues; (d) limiting the recitation of historic
events and precedents and focusing instead on current issues and goals and (e) using third-party
mediators.
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All these strategies allow some conflict to surface but prevent it from getting out of hand and
reduce hardening of the groups' positions. Decreasing the amount of direct interaction between
the groups early in the conflict helps to prevent the conflict from escalating. Decreasing the
amount of time between problem-solving meetings helps to prevent backsliding from tentative
agreements. Decreasing the formality of the presentation of issues helps to induce a problemsolving, rather than a win-lose orientation to the conflict. Limiting how far back historically
and how widely precedents can be cited helps to keep the focus on finding a solution to the
current conflict. Finally, a mediator can act as a go-between, who transmits offers and
messages, helps the groups to clarify their positions, presents each group's position more clearly
to the other, and suggests some possible solutions that are not obvious to the opposing parties.
Structuring the interaction is especially useful in two. situations: (a) when previous attempts to
discuss conflict issues openly led to conflict escalation rather than to problem solution; and (b)
when a respected third party is available to provide and enforce some structure in the
interactions between the groups.
Bargaining
Bargaining is the process of exchanging concessions until a compromise solution is reached.
Bargaining can lead to the resolution of a conflict, but usually without much openness on the
part of the groups involved and without much real problem solving. Typically, in bargaining
each side begins by demanding more than it really expects to get. Both sides realise that
concessions will be necessary in order to reach a solution, but neither side wants to make the
first concession because it may be perceived as a sign of weakness. Thus, each party signals a
willingness to be flexible in exchanging concessions without actually making an explicit offer;
a tacit proposal can be denied later if it fails to elicit a positive response from the other party.
Bargaining continues until a mutually satisfactory agreement is reached, although such a
solution can be reached without much open discussion of the conflict issues and without much
effort to solve the underlying problems. Therefore, bargaining often results in a compromise
agreement that fails to deal with the problem in a rational manner and is not in the long-term
interests of either group.
For bargaining to be feasible at all as a conflict-resolution strategy, both parties must he of
relatively equal power. Otherwise, one group simply will impose its will on the other, and the
weaker group will have no means of obtaining concessions from the stronger one. Bargaining
also is more likely to work if there are several acceptable alternatives that both groups are
willing to consider. Otherwise, bargaining is likely to end in a deadlock.
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Conflict-confrontation Strategies
Problem Solving
Problem solving is an attempt to find a solution that reconciles or integrates the needs of both
parties who work together to define the problem and to identify mutually satisfactory solutions.
In problem solving, there is open expression of feelings as well as exchange of task-related
information. Alderfer (1977) summarises the most critical ingredients in successful problem
solving:
1.
2.
3.
4.
5.

6.

7.

Definition of the problem should be a joint effort based on shared fact finding rather
than on the biased perceptions of the individual groups.
Problems should be stated in terms of specifics rather than as abstract principles.
Points of initial agreement in the goals and beliefs of both groups should be identified
along with the differences.
Discussions between the groups should consist of specific, non-evaluative comments.
Questions should be asked to elicit information, not to belittle the opposition.
The groups should work together in developing alternative solutions. If this is not
feasible, each group should present a range of acceptable solutions rather than
promoting the solution that is best for it while concealing other possibilities.
Solutions should be evaluated objectively in terms of quality and acceptability to the
two groups. When a solution maximises joint benefits but favours one party, some way
should be found to provide special benefits to the other party to make the solution
equitable.
All agreements about separate issues should be considered tentative until every issue is
dealt with, because issues that are inter-related cannot be settled independently in an
optimal manner.

There are two preconditions for successful, integrative problem solving. The first is a minimal
level of trust between the groups. Without trust, each group will fear manipulation and may not
reveal its true preferences. Secondly, integrative problem solving takes a lot of time and can
succeed only in the absence of pressure for a quick settlement. However, when the organisation
can benefit from merging the differing perspectives and insights of the two groups in making
key decisions, integrative problem solving is especially needed.
Organisational Redesign
Redesigning or restructuring the organisation can be an effective, inter-group conflictresolution strategy. This is especially true when the sources of conflict result from the
coordination of work among different departments or divisions. Unlike the other strategies
discussed so far, you may note, organisational redesign can be used both to resolve the conflict
or to stimulate it.
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One way of redesigning organisations is to reduce task inter-dependence between groups and
to assign each group clear work responsibilities (i.e., create self-contained work-groups) to
reduce conflict. This is most appropriate when the work can be divided easily into distinct
projects. Each group is provided with clear project responsibilities and the resources needed to
reach its goals. A potential cost of this strategy is duplication and waste of resources,
particularly when one group cannot fully utilise equipment or personnel. Innovation and growth
also may be restricted to existing project areas, with no group having the incentive or
responsibility to create new ideas.
The other way to deal with conflict through organisational redesign is to develop over-lapping
or joint work responsibilities (e.g. integrator roles). This helps in Management „ of maximising
the use of the different perspectives and abilities of the different departments. but as you have
already seen, it also tends to create conflict. On the other hand. there may be tasks (e.g.,
developing new products) that do not fall clearly into any one department's responsibilities but
require the contributions, expertise, and coordination of several. Assigning new-product
development to one department could decrease potential conflict but at a high cost to the quality
of the product. In this case, you might try to sustain task-based conflict but develop better
mechanisms for managing the conflict. For example, providing "intergrating teams" can
facilitate communication and coordination between the members of interdependent
departments.
Activity J
In your organisation there is a conflict between two departmental heads on the allocation of
budget. Department A feels that they should he given additional funds for its proposed new
activities in the offing. Department B objects saving that the` parity between the departments
should not be disturbed.
What do you think is the source of the conflict? What strategy do you recommend? Why?
Prepare a report, share it with another experienced manager and compare your views with him.
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
Activity K
In a hank, there is a conflict between the hank management and the stiff-association on the
ratio of employees to he promoted in vacant positions to those a he recruited through open
competition. The two parties differed markedly on the issue of proportion of promotees versus
direct recruits.
What strategy do you recommend? Contact a person working in a bank. Ask whether his bank
faced the same kind of issue. How was the issue managed? Compare that strategy with your
recommended strategy.
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
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Activity L
Interview friends who are working in different organisations. Collect as many cases of
successful as well as unsuccessful attempts at resolving conflicts of different ature. Compare
the practices actually followed with your understanding of process of conflict, sources of
conflict and available strategies for conflict management. Prepare analytical reports putting
successful and unsuccessful cases side by side.
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
10.8 SUMMARY
In this Unit we have considered mainly various types of inter group conflicts, as these types
are most pervasive and important from the point of view of organisation effectiveness. In
keeping with our emphasis on intergroup conflict, we have defined conflict as a process which
begins when A, as one party, perceives that B as the other party is making some conscious
efforts to frustrate A in pursuing his interests or goals. Besides intergroup conflicts, there are
other types of conflicts as well: Intraindividual, interpersonal, intergroup and between
organisation. In general, conflict process has four stages of potential antagonism, cognition and
personalisation, conflictive and conflict-coping behaviour, and conflict aftermath. We have
examined three different views on conflict-traditional, behavioural and interactionist. The
current view of conflict is that it is not only inevitable, but could be desirable as well.
Depending upon the nature, intensity, duration and the way it is handled, it could be functional
leading to higher goal attainment or dysfunctional leading to goal failure. The section on the
sources of conflict has focused attention on a number of factors like competition for limited
resources, diversity of goals of different units, task interdependence of different units,
differences in values and perception etc. which are always present in an organisation as the
antecedent condition for most of the conflicts.
There are different modes of managing conflict in an organisation. When a workgroup shows
the symptoms of over-emphasising conformity, compromise, consensus, popularity etc., there
may be need for stimulating conflicts by manipulating communication channels, organisation
structure and personal behaviour of the manager. These techniques are to be used to shake the
group up from its slackened postures.
There are four distinct strategies of conflict resolution because as a manager your need to know
when and how to resolve conflicts. While avoidance and diffusion strategies allow little or no
conflict into the open, containment and confrontation strategies deal with the conflict more
openly and thoroughly. Which strategy is most effective depends on how critical the conflict
is to task accomplishment and how quickly the conflict must be resolved? If the conflict arises
from a trivial issue and/or must be resolved quickly, a conflict-avoidance or conflict-diffusion
strategy is most likely to be effective. If the conflict centres around an important work issue
and does not need to be solved in a short period of time, a conflict-containment or conflict
confrontation strategy is most likely to be effective.
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10.9 SELF-ASSESSMENT TEST
1.
2.
3.
4.
5.

What is the difference between functional and dysfunctional conflicts? How can one
handle both?
Briefly review the process of conflict.
Discuss the influence of process on the outcomes in dealing with conflict in
organisations.
Is conflict inevitable'? If so, how should one deal with it'?
Analyse two instances of inter-departmental conflicts in your organisation. Examine
the changes, if any, you notice in the sources, processes, strategies and outcomes.

10.10 KEY WORDS
Antecedent Conditions: The source of conflict where cause for conflict exists in an incipient
form, but it need not necessarily lead to actual conflict.
Approach Conflict: Conflict between two equally attractive choices repulsion towards the
same object.
Avoidance-Avoidance Conflict: Conflict between two equally unpleasant choices, or in
choosing the lesser evil.
Avoidance: Withdrawal from or suppressing conflict.
Bargaining: Is a conflict containment or resolution strategy that involves mutual compromise
and concession.
Behavioural View of Conflict: The belief that conflict is an inevitable outcome in any group.
Conflict Aftermath: Refers to the consequences that different conflict handling strategies may
have on the antecedent conditions. It may either resolve the conflict or make for future conflict.
Conflict Handling Behaviour: It refers to the conscious action of one party to the conflict in
checking the other party from reaching his goals.
Conflict Resolution: Refers to the manner in which a manager could address himself to a
conflict situation. The chief modes are avoidance, diffusion, containment and confrontation.
Conflict Stimulation: Refers to a situation when common values are challenged. It can often
be a useful way of re-examining one's position and discovering alternatives.
Confrontation Strategy: Is a strategy designed to uncover all the issues of the conflict and
find a mutually acceptable solution. It can be accomplished through the openness of problem
solving, or through a comprehensive organisation redesign.
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Containment Strategy: Is a strategy of controlled conflict management where issues are
selectively discussed through mediating representatives, or by structuring the interaction
patterns or through bargaining.
Delusion Strategy: Attempts to keep conflict in abeyance and cast tempers through smoothing
or by appeal to super-ordinate goals.
Dysfunctional Conflict: Conflict that hinders group performance.
Felt Conflict: Emotional involvement in a conflict creating anxiety, tenseness, frustration, or
hostility.
Functional Conflict: Conflict that supports the goals of the group and improves its
performance.
Goal Diversity: The efficient functioning of every part of an organisation requires formulation
of its own immediate goals, which may or may not be compatible with overall organisation
objectives.
Interactionist View of Conflict: The belief that conflict is not only a positive force in the
group, but that it is absolutely necessary for a group to perform effectively.
Intergroup Conflict: Conflict between the various constituent units of an organisation such as
Unions and Management, between various functional areas, etc.
Interpersonal Conflict: Conflict between various individuals in an organisation which may
stem from personal dislikes, personality differences, or role related matters.
Intragroup Conflict: Conflict within a group between various individuals due to lack of
consensus or inability to conform to group norms.
Interpersonal Conflict: Conflict within the individual, involving a decision regarding the
choice to opt for in any instance of behaviour.
Manifest Conflict: It results from perceived and/or felt conflict. Conflict comes out into the
open and influences action.
Perceived Conflict: Awareness by one or more parties of the existence of conditions that create
opportunities for the rise of conflict. It is different from felt conflict in that it is not personalised.
Problem Solving: Bringing about change or resolving conflict through interpersonal
discussions; seeks to identify differences.
Smoothing: Conflict diffusion by playing down its importance, thereby avoiding escalation
and letting people regain their perspective.
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Superordinate Goals: The long range aims or higher goals that are common to all in an
organisation even in a conflict situation.
Task Interdependence: The mutual inter-connectedness of responsibilities of various parts of
an organisation that is essential for efficient functioning.
Traditional View of Conflict: The view that all conflict must be avoided.
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UNIT 11 MANAGING CHANGE
Objectives
After reading this Unit, you should be able to:
•
Appreciate why all organisations must change
•
Differentiate between individual change and organisational change
•
Describe how an organisation grows
•
Compare and contrast between degrees and nature of change
•
Identify the major antecedent conditions for change
•
Recognise the phases of any change process
•
Outline different coping strategies for change
•
Understand the process of resistance to change and means of overcoming resistance
•
Devise an appropriate strategy to implement organisational change
Structure
11.1 Introduction
11.2 Nature of Change
11.3 Antecedents of Organisational Change
11.4 The Process of Organisational Change
11.5 Coping Strategies for Change
11.6 Resistance to Change
11.7 Strategies of Implementing Change
11.8 Summary
11.9 Self-assessment Test
11.10 Key Words
11.11 Further Readings

11.1 INTRODUCTION
You are perhaps aware of the axiom that the only certainty in the world is that there will be
change. "The old order changes, yielding place to new." In this process of change, the
Darwinian principles of adaptation and natural selection are as true for the corporate world as
they are for the animate. If you compare closely, you will find that in many respects an
organisation is akin to a living organism. Just as any living organism needs to keep harmony
with the ever-changing environs for its survival, o does an organisation need to respond to
changes in the market, governments, creditors, communities, even the weather. `Survival of the
fittest' is the unwritten but the radical rule of this game.
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The environment which engulfs an organisation provides the resources and opportunities for
the organisation's existence. At the same time, the environment itself imposes sanctions
determining what an organisation can or cannot do. If an organisation is to survive, grow and
remain prosperous, it must adapt to the demands of the environment. Since these demands are
constantly changing, organisations must also change.
What are some of the changes which affected almost all organisations in the past few decades?
A short list is given here, but you can lengthen it from your own observation of events:
•
•
•
•
•
•
•

Technological innovations have multiplied; products and know-how are fast becoming
obsolete
Basic resources have progressively become more expensive
Competition has sharply increased
Communication and computers have reduced the time needed to make decisions
Environmental and consumer interest-groups have become highly influential
The drive for social equity has gained momentum
The economic inter-dependence among countries has become more apparent.

These and scores of other changes compel an organisation to cope with the environment and
become more adaptive. In fact, as a response to the change in the environment, the attributes
of the organisations are changing. Examine some such continua of attributes towards which
more dynamic organisations are shifting:

What happens when organisations fail to adapt? The answer is unequivocal: They become
extinct. But much before such a catastrophe, you can diagnose the syndromes of organisational
maladjustment. Here is a list of some such syndromes whose half-serious names are trying to
conceal the malady of maladjustment:
Some Syndromes of Organisational Maladjustment
Amoeba: Lack of strong direction from top executives. Not enough structure, order or
guidance leading to activity trap, i.e. doing things without knowing where one is heading to.

46

Anarchy: A situational upheaval where leadership, responsibilities, functions and resources
are in dispute.
Buggy whip: Clinging to obsolete products, services and practices which no longer have
potential for sustaining livelihood.
Deadlock: Standoff condition between management and leader of workforce leading to toxic
antagonistic relations between the factions.
Mom & Pop: Small company managers cannot/will not help the company grow past the
awkward stage.
Myopia: No future orientation. Little thought to strategy, sense of direction and advance
planning. Live day to day, week to week.
Rat-race: Toxic climate coming from oppressive, primitive, slave-driving policy.
Remote Control: Too much administrative or executive control from the parent body.
Decision making autonomy is seriously impaired.
Rigor Mortis: Conditions of inertia and constricted activity prevail. Primary organisation
value is structure and order.
This illustrative list of syndromes of organisational maladjustment is meant to draw your
attention to the fact that failure to change at-an appropriate time typically results in some acute
or chronic malaise for an organisation eventually forcing it to die. However, a diagnostic
knowledge of when to initiate change and skills of managing change to a long way to prevent
such disasters. This unit is designed to achieve such purposes.
Activity A
Add a few more points to the list of some changes that have taken place during the last few
decades. For this purpose, interview some senior persons and collect their views.
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
Activity B
Select any industry (e.g., writing instrument, printing, footwear, clothing fabrics, container,
mechanical transportation etc.) where some technological innovations have taken place. Gather
information regarding how the manufacturers of earlier products have coped with these
changes and prepare a case study.
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
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Activity C
Locate a workplace where a computer has been installed and is functioning for at least a year.
Interview relevant people to gather some information relating to problems faced, if any, before
introduction of the computer. What aspects of work are now being handled through the
computer? What other changes the organisation has undergone due to computerisation? Prepare
a report.
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
Activity D
Show the list of syndromes of the organisational maladjustment to some of your friends
working in different organisations. Ask them if they agree with any particular combination of
syndromes prevailing in their organisations. If they do, collect some more facts so that you can
develop live examples and cases (using hypothetical names for the real organisation and the
real people), illustrating the syndrome.
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
11.2 NATURE OF CHANGE
Organisations introduce changes through people. Unless the people are willing to accept the
need and responsibility for organisational change, intended changes can never be translated
into reality. In addition, individuals have to learn to adapt their attitudes and behavioural
patterns to constantly changing environments.
In this section, we are going to focus on three frequently raised issues on the nature of change.
First, can we bring change in an organisation by beginning to change at the individual level
only? Second, does organisational change take place through a slow unfolding process or
through cataclysmic events overturning status quo arrangements? Third, do we always have to
comply to environmental changes, or can we also initiate change?
Individual Change and Organisational Change
When the issue before you is management of change, it may be useful to note the difference
between individual change and organisational change, although the two are interwoven.
Individual change is behavioural-determined by individual characteristics of members such as
knowledge, attitudes, beliefs, needs, expectations etc. It is possible to bring about a total change
in an organisation by changing behaviours of individual members through participativeeducative strategy. Of course, the degree of difficulty involved in the change and the time taken
to change will be primarily dependent upon what exactly is your target of change.
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As Figure I shows, if your target of change is a person's knowledge, it would not be a very
difficult and time-consuming endeavour. For example, let us assume that you did not know
much about "management of change in an organisation".
However, if you spend a couple of hours on this Unit, you will know several aspects of this
topic. Changing attitudes is usually considered more difficult and time taking when compared
to changing knowledge. For some, organisational change is beneficial, but for others it is a
threat, a signal of danger and a source of fear. Some view change as a vital life force. Others
may perceive it as a disturbance to be avoided or borne with stolidity and patience. The attitudes
toward change' are largely dependent on the context of the situation, the nature and the extent
of change and the manner in which changes are initiated and executed, and these attitudes are
more difficult to modify than the knowledge about the change.
Changing individual behaviour is a still more time-taking and difficult task. We often assume
that having enough knowledge and a positive attitude towards something will naturally result
in changing behaviour or modification towards that direction, but it does not necessarily
happen. For example, we know that honesty is the best policy. We might have favourable
attitudes towards people who are honest and dislike those who are dishonest, but in certain
situations we still may act in a less honest manner. The linkage between attitude and behaviour
is not so straight-forward and for this reason changing behaviour is more difficult than
changing knowledge or attitudes.
You can possibly reason why changing the behaviour of a group is usually a more prolonged
and harder task. Every group has its own dynamics of push and pull which attempts to
neutralise the change in an individual and continuous efforts are expended to maintain `norm'.
Due to this group dynamics, individual member's "changed behaviour" may revert to earlier
normative behaviour so that the status quo is maintained. However, due to the same reasons
of a group's over-riding influence on individual members, sometimes it may be easier to tackle
the group as a whole rather than trying to change a member's behaviour in an isolated manner.
Bringing total behavioural change in all the groups and members in an organisation usually
entails the most difficult long-range effort. More often than not, it is a slow painful process to
usher in a total cultural change in an organisation.
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Figure I is only intended to highlight that it is possible, although difficult and prolonged. to
bring about total behavioural change in an organisation starting with its individual members.
However, this is not the only route. It is equally possible to influence and change the total
organisation without focusing at the level of individual's change of knowledge, attitude and
behaviour. Total organisational change can be brought about by modifying the organisation's
structures, policies, procedures, techniques etc. These types of change alter prescribed
relationships and roles assigned to members and eventually modify the individual member's
behaviour and attitudes. Thus, a focus of through attempts to change the structure, policies,
procedures, techniques, personnel; or it can be both. As these two kinds of changes are
interdependent, the complexity of managing change makes it necessary for you to understand
both the behavioural and non-behavioural approaches to change.
Evolutionary Change and Revolutionary Change
When you compare an organisation with any other open system organism, you can describe it
in terms of its birth, growth, maturity, senility, decline, entropy or death. Any organisation, like
any other organism, passes through these stages and in the process changes itself from one
form to another form. But is this change smooth, gradual and evolutionary? Or violent, radical
and revolutionary? Probably it is both. Times of tumultuous turbulence surface between the
smooth periods of evolution. Look at the following exhibit on the stages of organisation's
change and development. You will find that in each stage there are some critical concerns and
key issues which must be addressed to and satisfactorily solved. The exhibit also shows the
consequences if he concerns are not met with satisfaction.
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In order to meet the critical concerns of each stage, organisations go through some rapid,
visible, shake-ups of their structure, policies, procedures, techniques, personnel, etc. These
changes in calmer moments of steady growth, may be viewed as revolutionary changes. You
will be able to appreciate the difference between the two degrees of change through yet another
model of organisation's growth given by Larry Greiner (1972). Greiner postulates that as an
organisation grows from young to mature stage, tiny sized to giant size, it passes through five
phases of evolution each of which ends with a period of crisis and revolution. Evolutionary
periods are characterised by the dominant management styles used to achieve growth, while
revolutionary periods are characterised by the dominant problems that must be solved before
growth continues.
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The first phase of a newly-born organisation is characterised by creating a viable product in a
promising market. The founders, who are usually technically brilliant and entrepreneurially
oriented, manage their endeavours themselves in an ad hoc manner with little respect to any
formal system of communication and control. Their physical and mental energies are entirely
absorbed in making and selling. But as the organisation starts growing from its tiny embryonic
stage, many managerial problems crop up, forcing the founders to wonder as to who is going
to lead the organisation out of confusion. By the end of the first phase, the crisis of leadership
has emerged. The solution usually lies in locating and installing a strong business; manager
who is acceptable to the founders and who can pull the organisation together.
When leadership crisis forces the founders to relinquish some of their power to a professional
manager, organisational growth is achieved by direction through systematisation of operating
procedures. The manager is usually given a free hand and zealously accepts most of the
responsibility for initiating direction. But the lower level supervisors are treated merely as
functional specialists devoid of any decision making authority. In course of growth for the
organisatidn, the lower level managers demand more autonomy in decision-making and the
stage is set for the crisis of autonomy to come to the fore. The second phase of the organisation's
growth is capped by this turmoil for autonomy.
The crisis of autonomy is resolved through the delegation of authority which helps in gaining
expansion through heightened motivation at lower rungs. But one serious problem that
eventually evolves is the loss of top management control over highly diversified field of
operations. The crisis of control emerges at the conclusion of phase three where field managers
run their own shows without aligning plans, money, technology, or manpower with the rest of
the organisation.
In order to achieve more efficient allocation of organisation's limited resources, an elaborate
network of coordinating mechanisms is usually introduced at phase IV of 'the organisation's
growth.
The organisation becomes typically much more formalised; rules, regulations and rigidities
increase almost exponentially. For some time, the new systems prove useful for achieving
growth through coordinated efforts. But soon procedure takes precedence over problemsolving, the chronic conflict between line and staff becomes acute. The organisation becomes
too large and complex to be managed through formal programmes and rigid systems. Thus,
begins the crisis of reshape.
The fifth phase of an organisation's growth is characterised by strong inter-personal
collaboration in order to overcome the crisis of red tape and the widespread conflicts between
several subsystems. Developing the team becomes the theme, social contra' and self-discipline
take over from formal control, more flexible and behavioural approaches are adopted to attack
the problems of managing a large organisation. What crisis do you anticipate at this phase of
organisation's growth?
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Nobody seems to know the exact nature of this future shock, as no organisation has traversed
so far. Larry Greiner, the author of this model, feels that some problems may emerge centering
around the psychological saturation of employees who grow emotionally and physically
exhausted by the intensity of teamwork and the heavy pressure for innovative solution. Do you
agree with Greiner?
Reactive and Proactive Changes
'Forces for change arise out of an organisation's interaction with elements in its external or
internal environment. The action of competitors, suppliers, government units, or public groups
may have substantial impacts on change. Social and cultural factors such as life styles, values
or beliefs also lead to important changes. Forces of change may also arise from within an
organisation depending upon different phases of growth or demands made by different interest
groups.
Reactive changes occur when these forces make it necessary for a change to be implemented.
It is passive compliance to the demands. Proactive change takes place when some forces to
change lead an organisation to conclude that a particular change is desirable and goes about in
initiating the change in a planned manner.
The difference between reactive and proactive changes corresponds, by way of analogy, to that
between reflexive behaviour and purposive behaviour. An individual responds reflexively to a
sudden intense light by eye-blinking or papillary contraction. This is an immediate, automatic
response without any thought. A purposive response to the same stimulus would mean devising
a plan to shield the eyes or removing the. light. It would require coordination of central nervous
system and psychomotor capacities.
Reactive change, like reflexive behaviour, involves a limited part of the system whereas
proactive change and purposive behaviour coordinate the parts of the system as a whole. Also,
reflexive behaviour and reactive changes share the characteristics of responding to immediate
symptoms, while purposive behaviour and proactive change respond to underlying forces
producing the symptoms.
In this Unit, you are going to be more concerned about the proactive changes than the reactive
ones. Management of change requires foreseeing the need for change and going about it in a
planned sequential manner.
Activity E
Collect examples which show that the knowledge changes do not necessarily lead to attitude
changes, or attitude changes do not automatically lead to behaviour changes. Similarly, collect
a few more examples where total organisational changes were brought about b modifying an
organisation's structures, policies, procedures, techniques etc. rather than attempting to train
individuals,
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
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Activity F
Try to know the history of an organisation's growth since its inception. Following Greiner's
model, describe the organisation's process of growth and make a forecast about the nature of
crisis the organisation is likely to face in the near future.
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
11.3 ANTECEDENTS OF ORGANISATIONAL CHANGE
You can well imagine that there must be many reasons for which organisations change. In this
section we will discuss some such major antecedent conditions which serve as stimuli for
changes to be undertaken in an organisation.
Changing Forces in Internal and External Environment
An organisation changes its structure and practices as a result of the forces from internal origins
as well as from external pressures arising in the environment.
There are two primary aspects of organisational structure-differentiation and integration.
Differentiation is the division of the organisation into subsystems, e.g. research, sales,
production etc. Each differentiated subsystem develops particular attributes in responding to
the requirements posed by its relevant external environment. However, differentiation requires
the integration of these subsystems to achieve unity of effort and the accomplishment of the
organisation's goals.
The more turbulent environment would be associated with a higher degree of differentiation
among the organisation's sub-parts and also a correspondingly high degree of integrative effort.
Similarly, an organisation faced with a stable environment would have less differentiated
subsystems and require fewer integrative procedures. The success of an organisation depends
upon an appropriate amount of differentiation to cope with the environment and also the right
amount of integrative or coordinating effort. Researches by Lawrence and Lorsch (1967)
provides evidence for such a generalisation. For example, in the plastics industry, facing a
turbulent environment of rapid change in technology and unpredictable customer demand, the
high-performing organisations had the greatest differentiation and integration. In the
standardised container industry, facing a stable environment of unchanging technology and
steady demand, the highest performing organisations had the least differentiation and
consequently the least need for integration.
So, you can see that, depending upon the kind of environment an organisation is placed in, the
organisation has to change its structure. Of course, a certain amount of organisational change
may. occur almost entirely from internal origins. For example, someone may decide that a
particular department is so big, and unwieldy that it should be split into two separate units.
Internal change may also occur in furtherance of individual or group strategies for selfenhancement or the aggrandizement of power.
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For example, a new unit may be established to provide a job for a favoured relative or to shelve
an incompetent, obsolescent but undischargeable manager. But most internal origins of change
are in part self-generated, and in part represent response to external pressures perceived by the
members of an organisation. For example, a number of companies have set up departments
designed to cope with problems of consumer complaints.
In the beginning of the unit, we have outlined some changes which have taken place in the last
few decades. They represent the external environment forces which influence organisations.
Organisations face the need for both to adapt internally to external forces and to initiate changes
in the external environment. These needs explain, for example, why companies engage in
lobbying for legislation they favour (external influence, proactive change), but comply when
laws not favoured are passed (internal adaptation, reactive change).
Growth and Decay
You have seen that an organisation's growth presents many problems and opportunities for
change. Decay too poses change problems. It leads to defensive, restorative changes aimed at
survival and the essential resumption of growth.
When growth occurs through internal vigour of pro' 'act lines, services or market penetration,
change is gradual. Change is more extensive when growth occurs from mergers, acquisitions
or exceptionally rapid success of organisational activities.
Mergers and acquisitions are undertaken for many reasons such as consolidating or increasing
capital, pooling management talent using facilities more efficiently, increasing production and
marketing capacity and achieving vertical integration.
Changes due to merger and acquisition lead to substantial impacts on people. There is high
potential for generating feelings of anxiety, fear of insecurity among all organisational
members from top echelons to rank-and-file workers. Sometimes, these anxieties, if not
properly handled, turn into hostility towards the organisation.
New Personnel
Some change is inevitable because of internal factors such as death, retirement, transfer,
promotion, discharge, or resignation and constantly changing elements in the external
environment. No two managers, you will agree, have the same styles, skills, or managerial
philosophies, or the same personal needs. Managerial behaviour is always selective, so that a
newly appointed manager may favour different organisational designs, objectives, tasks,
procedures and policies than a predecessor. The new, executive will not be exactly like the
previous one, nor even like those already present. In matters of intelligence, personality and
temperament the new manager may be quite different and still possess the "qualifications for
the position".
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One of the most frequent reasons for major changes in company structure is a change of
executives at the top. They usually begin by examining the structure below them to see if it
corresponds to their ideas of what will be needed to do their job effectively. Upon taking over
a position at the top, a new manager may make sweeping changes. Moreover, some who
opposed the appointment are likely to resign. The filling of these top vacancies, particularly
where the new person comes in from outside, presents a strategic opportunity for a reexamination of the entire structure.
Change Agents
Change Agent is the technical term for an organisational member whose role involves the
strategies and procedures for bringing about change. Any individual can be a change agent at
one time or another, but many people have positions, tasks, or formal roles in which their main
assignments involve dealing with change. A change agent's formal role is primarily to plan and
initiate changes rather than to implement them. Change agents serve as catalysts, interpreters,
and synthesists. They often work quietly behind the scenes to promote change.
An interesting kind of change agent is often referred to as "The Young Turk". Young Turks are
new, usually young employees, eager and ambitious, full of ideas for improvement, and willing
to be a bit pushy, and obnoxious, or at least persistent, in trying their ideas. Organisations
sensing the need for change often deliberately appoint Young Turks to challenge the status quo.
They are not always popular with colleagues or even their bosses. The best of the Young Turks
are those who have real talent combined with a measure of tact and patience. Do you think
Young Turks are ‘a good idea’ for initiating organisational change?
Barometers of Declining Effectiveness
Organisations have a number of ways of "taking their pulse" by looking at indicators from their
own information systems. A business firm monitors data on sales, absenteeism, turnover, scrap
rates, manufacturing costs and numerous ratios of financial measures. Some firms also conduct
regular opinion surveys of their work force. Others have systematic methods of obtaining
feedback from customers.
In response to the information obtained through the above methods, the organisations make the
required changes in organisation to maintain the desired level of efficiency.
Change in Corporate Strategy
An organisation may undertake comprehensive changes even when no indicators would
suggest immediate problems in its performance. However, current and past performance have
been based on conditions that organisation officials believe to be changing. Forecasts of long
run trend may prompt a decisions to enter new markets, to pursue a strategy of growth, to
become less dependent on government, to switch from a centralised to a decentralised structure,
or to adopt new technologies. All these strategic decisions have implications for changing the
behaviour of people in their organisation. Nothing less than a `new order' is required to put
such strategies into operational effect.
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Crises
Not infrequently, the occasion for organisational change is an unforeseen crisis which makes
continuation of the status quo unthinkable. The sudden death of a Chief Executive Officer, the
resignation of key members of a top management team, a strike by a critically important group
of specialised workers, loss of major client or suppliers on whom the company has been
dependent, a drastic cutback in budget, even spontaneous civil disturbances directed against an
organisation force a reorientation of the corporate posture and initiate a total revamping of
policy, practice and behaviour. Crises create an unstable condition which is likely to become
the stimulus for a thorough-going self-assessment and reform.
Personal Goals
Leaders, interest groups and coalitions have their own goals: to see the company become more
aggressive, to shape the organisation around some distinctive theme, to cast a particular
corporate image, to further some ideology or philosophy. Seldom are these goals stated in
precisely those forms, at least for the record or for public consumption. More frequently, they
are clothed in rationalisations about their presumed effect on profit and service.
The Domino Effect
The last main source of change is change itself. There is often a domino effect in which one
change touches off a sequence of related and supporting changes, e.g., creating a new
department may cause the creation of a new managerial or nonmanagerial positions or change
in assignments within other departments, budgeting reallocations and office space. Other
departments may need to realign their missions, structure, tasks and staffing.
It is quite common for people to fail to consider the domino effect. Such an oversight
leads to problems of coordination and control, and necessitates effective planning processes
that limit the tendency of individual units to change only in accordance with their own needs.
Before any significant change is made, its possible consequences must be examined to see
whether an undesired chain reaction will occur.
To appreciate the complexity of the interdependence or domino effect of change, you need to
consider more closely what is included in the work environment. Actually, in an organisational
change, four factors are involved: task, people, technology and structure. These factors are
interrelated and interdependent, a change in one produces alterations in one or more of the
other work environment factors (See Figure III).
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Task refers to the job, which can vary in several ways or dimensions such as variety, autonomy,
task identity, feedback, and significance. People includes individuals who perform or fill
various jobs within the organisation. Individuals vary in their attitudes, motivations and values
which influence their perception and evaluation of change. This can complicate the
implementation of change. Technology includes those methods, techniques, and processes that
collectively convert inputs of the organisation into its outputs. Finally, the structure embraces
the job responsibilities and relationships of organisational members. Structure is reflected in
the number of hierarchical levels, span of control (number of persons supervised), and the way
in which parts are organised and related to one another. Communication, decision, and power
systems are significantly influenced by such structural arrangements.
Organisational changes can be introduced through the alteration of any one of these four
variables or a combination of these factors. One of the pitfalls of organisational change is
focusing upon one of the change factors and failing to gauge its impact upon other factors, as
they are related.
Activity G
Collect a case of organisational change. Identify the internal and external forces which
prompted the change.
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
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Activity H
Mergers and acquisitions often take place in the Indian corporate scene. When such attempts
are made by big industrial houses, they make news for the public as well. Stories are published
in business magazines. Get hold of such a story and analyse the before-merger and after-merger
scenes.
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
Activity I
Get to know a case of corporate succession at the top (change of Chairman, MD, President
etc.). Collect evidence of impact of such change of executives at the top. Compare this chain
of events with the description given in Subsection: New Personnel.
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
Activity J
Business Management Graduates (MBAs) are often hired by some companies to act as the
"Young Turks". Familiarise yourself with such a company or with a person whose explicit role
is to act as a change agent. Learn a little more about the changeprocess from their experience
as recounted to you.
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
11.4 THE PROCESS OF ORGANISATIONAL CHANGE
People change their knowledge, attitude and behaviour when they become dissatisfied with
status quo or when there is a more desirable substitute. A successful change involves (1)
recognising the need for it. (2) learning a new behaviour or substitute and, (3) feeling
comfortable with the "new situation".
This change process was best described by Kurt Lewin when he described the three stages of
change-Unfreezing, Moving and Refreezing (See Figure IV).
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The three stages of changes will be described shortly, but before you proceed to look into the
phases, you need to become familiar with three more terms which Kurt Lewin gave us to
understand the process of change. These are the concepts of quasistatic equilibrium, driving
forces and restraining forces. At any given point of time, any pattern of behaviour is a result
of equilibrium between two sets of forces driving and resisting. The "Present" position is
achieved because the strength of driving forces and resisting forces is equal. If you have to
change the present position, you have to shift the equilibrium (which is not quite stationary,
i.e. quasistatic) by any of the following, means: increasing the driving force, reducing the
resisting forces or by converting a resisting force into a driving force. After you have disturbed
the present state of equilibrium by any one or a combination of the above mentioned means, a
new state of equilibrium will be achieved. This state will remain for some time as "after-change
phenomena as long as nobody disturbs the new found equilibrium. A clear analysis of what are
the driving ("Push forward") or resisting ("Pull backward") forces will help you manage a
change better.
Unfreezing
As a practical matter, change does not occur in a vacuum of no prior perspective. To the extent
the new is different from the old and the old-had value to the individuals, the old patterns of
perspective implies a questioning and doubting of existing assumptions and feelings. For most
change which is significant, the unfreezing requires a loosening of emotional as well as
intellectual forces. Unfreezing involves the following steps:
Recognising the Driving Forces
Recognising major changes in the environment and problems within the organisation is the first
step toward organisational change. Institute managers may recognise these pressures for
change and take corrective action. In many organisations, however, the need for change may
go unnoticed until a major problem strikes. and, it may be too late to solve it. It is important
for people like you to develop keen sensitivity towards the external as well as internal
environment.
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Increasing the Driving Forces
Once the need for change is identified, it has to be communicated to people who w he involved
in the changing process. As noted earlier, if members know why the change is needed, they are
more likely to adopt it. You can employ the following strategies to increase the - acceptance of
a change.
1.
Express the need for change
People who will be affected by the change have to y the change is needed. If they do
not, they will hesitate to cooperate in the change process.
2.
Communicate the potential benefit
People have a tendency to ask, "what's in it for me?" Unless they feel that the change
will benefit them or that failure to change will hurt them substantially, they are less
likely to cooperate. If no benefits can be identified, the costs of not changing must at
least be understood.
3.
Protect the interest of concerned people
People fear change because it may cause them to lose their jobs, income or status.
Assurances of job security, income protection and maintenance of status can increase
the acceptance of change.
4.
Get people involved in the process
Participation can help people accept change. Some individuals have a positive outlook
on change and when they participate, the progress of change is facilitated.
5.
Communicate the progress of change
In order to minimise fear of the unknown, the content and progress of change must be
communicated to employees. It is often difficult to know all the potential consequences
and influences of a given change, but by keeping employees informed of its progress,
management can at least maintain a climate of trust.
6.
Use a respected change agent
The credibility and power of the change agent can facilitate the process of change. The
change agent must be familiar with the technical and behavioural aspects of a given
change and must be someone with an influence on organisational functioning.
7.
Reinforce earlier changes
When an organisation undertakes a large scale change involving a series of continual
modification, it is important for people to see that earlier changes have been successful.
Managing the Resisting Forces
Most of the strategies designed to increase the driving forces are equally applicable for reducing
resisting forces to change. People resist change because they perceive that it ' can be harmful
to them; thus, it is essential that they be made aware of its need and benefit. Understanding the
reason why people resist change can help you formulate a plan to reduce the resistance.
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Moving
In the moving or changing phase the individual is ready for new behaviour and a change in
perspective. It is important that he or she have an opportunity to build by experimentation new
patterns of behaviour and new assumptions, perceptions and feelings.
It is a time of trial and error learning, characterised by ambiguity and tentativeness. The phase
is typically one of careful guidance by an authority, of learning the pieces of a new pattern of
behaviour before the whole can be conceived. Moving or change involves changing the
organisational components. Traditionally, organisational change was thought to mean
modifying only one subsystem of an organisation. For example, if there was a change in
technology, modifying a task was thought to be sufficient. In recent years, however, more
attention has been paid to larger-scale organisational changes involving several organisational
components. This approach is based on the view that an organisation is composed of four major
components-task, structure, technology and people and that a change in any one of them
requires changing the others. You are already familiar about this interdependence which was '
discussed in the earlier section on Domino Effect.
Refreezing
The final phase involves the establishment of a new perspective compatible with and leading
to the new desirable behaviour. In effect, the new part of one's total perspective is now
established and integrated so that it fits the whole. This makes it possible for the new behaviour
to be accomplished as a matter of course. This is the period in which the individual or group
begins to enjoy the rewards for the new behaviour, either extrinsically in the form of social
approval, monetary reward and the like or intrinsically in the form of ego satisfaction, sense of
mastery and self-fulfilment
In order to continuously reinforce the newly acquired behaviour, the organisation needs to
maintain the organisational fit among various components that are supportive of such
behaviour. Without such organisational compatibility, the organisation will encounter
instability. Since the new found behaviour cannot be adequately reinforced in an unstable
organisational climate, it may soon be discontinued.
Unsuccessful efforts to induce significant and lasting change in organisational behaviour can
generally be traced to failure in one of the three stages described above. Either they fail to alter
in any significant fashion the forces maintaining old behaviour; or they fail to offer a clear,
satisfying alternative; or they fail to "stamp in" the new behaviour. Remember, however, that
an organisation operating in a complete dynamic environment may not be able to maintain a
level of organisational fits for long. Since both internal and external components change
constantly, organisational fits cannot exist at one level for a long time. Under this environment
you need to search for organisational fits at different levels. For you the task of performing
organisational change becomes a continuous process, finding a moving equilibrium.
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Based on this understanding of the three basic phases of any change process now you should
be able to appreciate the dynamics of successful organisation change. The success stories of
change have taught us that the organisational changes are typically initiated at the top
management level after they are aroused to take action for "setting things right". They might
feel alarmed by a number of distressing symptoms but may not have clear idea about what the
specific problems are. They might still hold on to their present understanding of the perspective
and might engage in reflexive behaviour. A lot of unfreezing interventions are required at top
to facilitate their diagnosis of problem areas and recognition of specific problems. Only when
the perspective is redrawn with the help of hard data, attempts are made to invent new tentative
solutions and commitments are generated to implement the same This is the typical trial-anderror changing process where experimentations with new solutions and search for results
continues. Only when enough reinforcements are received from positive results, are the new
practices accepted and a change stabilised.
Activity K
Successful unfreezing often requires something like "shock treatment" where old ways of
coping prove ineffectual. Alternatively, there must be serious unambiguous disconfirming
feedback about the efficiency of current behaviour. Recall any personal incident which helped
you to unfreeze and question your previously held assumptions. Compare your personal
experience with the unfreezing process described in this section.
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
Activity L
In your previous activities, you might have collected a case of successful organisation change.
Analyse the case in step-by-step model of dynamics of change phases. Compare the model with
your realistic case and comment to what extent the model is confirmed or disconfirmed.
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
11.5 COPING STRATEGIES FOR CHANGE
Organisations depend on the environment for their survival. So, they need to manage their
external dependence and protect their core technology from disruptive external influences.
Every organisation develops its own technology whereby inputs are subjected to people and/or
machine processes and subsequently become the outputs for the organisation. Before resorting
to any change in core technology, all organisations attempt to protect it. You as a manager can
attempt to protect the core technology of your organisation by several methods. You may seek
to buffer environmental changes on both the input and output side of your organisation's
operations.
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Buffering on the 'input side may be achieved by stockpiling materials acquired in an irregular
market and their steady utilisation in the production process. You may buffer on the output side
by maintaining warehouse or distribution inventories. You may anticipate change in the
demands of the products and services of your organisation and subsequently modify production
schedule on the basis of new forecasts. When such anticipation or modification is not possible
you can attempt to level the demand fluctuations through levelling techniques like offering
inducements in the form of special sales in slow periods.
The more the organisation is dependent on external environment, the more vulnerable it is.
There are again three ways in which organisations can manage their external dependence:
Adaptation, Avoidance and Control.
Adapting to External Changes
The adaptive strategy takes the marketing approach to environmental demands. It usually starts
with an assessment of the needs of the market place and then produces goods and services to
meet these. As discussed by Schein (1965), the strategy involves the following sequence of
activities in the adaptive-coping cycle:
1.
2.
3.
4.
5.
6.

Sensing a change in the internal or external environment;
Importing the relevant information about the change into those parts of the organisation
that can act on it;
Changing activities inside the organisation according to the information obtained;
Stabilising internal changes while reducing or managing undesired by-products;
Exploring new products, services, or methods that are more in line with the originally
perceived changes in the environment; and
Obtaining feedback on the success of the change through further sensing of the state of
the external environment and the degree of integration of the internal environment.

From these stages of the cycle, Schein indicates four conditions for successful coping,
conditions that are very similar to the ultimate criteria of organisational health (1) ability to
take in and communicate information reliably and validly; (2) internal flexibility and creativity
to make the changes that are demanded by the information obtained; (3) integration and
commitment to the goals of the organisation, from which comes the willingness to change; and
(4) an internal climate of support and freedom from threat.
Avoiding External Dependence
An organisation can reduce external dependence in a number of ways:
a)
Finding an environmental niche
This can be done by selecting specific environmental domains with little or no competition, no
restrictive regulations, but plenty of suppliers and customers. Indeed, his is too ideal to be
realistic, but some innovative companies keep other organisations out of competition and
maintain monopolistic positions in the market.
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b)
Reducing dependence through diversification
To the extent that an organisation depends on a limited number of outsiders for its needed
resources and outputs, the degree of its dependence on them increases. The organisation can
reduce this dependences through diversification. The organisations may cultivate alternate
sources of suppliers or acquire new sources of supply and distribution or expand its product
lines for this purpose.
c)
Developing mutual dependence
When people or organisations depend on each other for survival or for positive exchange
relationships, one party may not take an arbitrary action against the other because of fears of
repercussions. However, when one party is more dependent on the other, an imbalance in their
exchange relationship is created. This stronger party can take an action against the dependent
one without being challenged. In order to avoid such one-sided dependence, the dependent
party may have to diversify its dependence or increase the other party's dependence on it. Such
a necessity for mutual dependence is vividly demonstrated in international power politics.
Controlling Environmental Forces
Organisations can reduce their external dependence by controlling the forces in the
environment that, in turn, control their behaviours. These forces may include competitors,
suppliers, customers, legislative bodies and unions. Many tactics can be employed, of which
some are:
a)

b)

c)

d)

Create an organisational structure with a large number of boundary spanners, who
interact with the environmental forces. Creating a public relations department or project
group is an example.
Appoint individuals from external elements who can establish personal linkages to
those who control the environment; for example, companies that rely on defence
contracts may appoint ex-service officers to provide such personal linkages.
Create or participate in trade associations. They reduce competition among their
members and allow them to control their environments jointly. Many professional
organisations protect their members' interests through such organised effort.
Lobby the legislative and regulatory agencies to create favourable environments for an
industry or organisation. This is the reason why an army of lobbyists operates in Delhi
and in state capitals.

Other devices can be used to control the environment as well. These include such tactics as
price fixing, forcing out competitors, false advertising and bribes. However, these methods are
mostly illegal or against contemporary social norms and values. For this reason, not many
respectable organisations use such tactics explicitly or extensively.
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11.6 RESISTANCE TO CHANGE
From its inception, the study of organisational change has noted the fact that many participants
respond with dogged resistance to altering the status quo. Since the industrial revolution began,
workers have at times sought, occasionally in extremely violent fashion, to block the
introduction of new technology. Supervisors and lower level managers have balked at large
scale projects in job redesign and job enrichment; even low-level employees, the presumed
beneficiaries of such projects, have fought such changes. Divisional managers have fought
pitched battles against realignment of corporate structure. Even the proposal by a course
coordinator to adopt a different text book is capable of touching, off a frenzy of defensive
tactics to resist change.
Such behaviour may be either overt or covert. Overt resistance may take the form of employees
deliberately failing to do the things necessary for successful change or simply being
unenthusiastic about the change. The absence of overt resistance does not mean that resistance
is not present, as resistance may be hidden from direct observation. Covert resistance can be
more detrimental to change than open resistance because it is harder to identify and eliminate.
Watson (1966) has suggested that there are at least two sets of factors which explain the process
of resistance. One set relates to the personality and the other relates to the social system. In
case of the personality related factors one can include the following:
Homoeostasis or the tendency of the organisation to maintain an equilibrium. Because of this
tendency all change related phenomena are resisted.
Habit: Since change entails a conflict with established habits, it tends to be resisted. Primacy:
The way in which a situation is first encountered and the difficulties are overcome tends to be
firmly established. This becomes an established behaviour tendency.
Selective perception and retention: Human beings have a tendency to perceive and retain
those aspects of their environment which are cognitively consonant. An individual does not
like to read or hear views which contradict his own opinions. Many a good idea 'is rejected as
a theory which would not work in the practical situation.
Dependence: Since childhood an individual learns to be dependent on adults, or on others for
comfort and security. This tendency does not allow him to take the initiative and accept
innovation and change.
Super ego: This represents individual moral codes of ethics that decide the 'dos' and dont's of
society. It provides an internalised code of control which may induce a high sense of
conformity.
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Self-distrust: Due to the various super ego pressures a sense of self-distrust may sometimes
be developed. The puritanical views may ultimately create a sense of self distrust and to be
'good' is to accept the status quo ante.
Insecurity and regression: It is almost a universal human tendency to seek refuge in the past
when the going gets rough. The frustration-regression sequence hampers the acceptance of
change when the change is needed most. In case of the causes of resistance to change in social
system, the following factors have been identified.
Conformity to norms: The norms in a social system are similar to habits in the individual.
They indicate the expected ways of behaving. These include time schedules, modes of dress,
forms of address to colleagues and indications of company. loyalty etc.
Systemic and cultural coherence: Generally, a social system is made up of several component
elements. When the system needs to be changed, relationships between elements have to be
altered. Since changes in a diode or triode may unleash a series of changes elsewhere in two
systems. the resistance may come about from the other elements.
Vested interests: In the social system, it is not uncommon to observe the resistance emanating
from individuals whose economic or prestige interests are at stake.
The sacrosanct: Certain beliefs and ideals are held sacred by the members of an organisation
or a social system. Changes relating to these ideals are resisted the most. Cultural taboos
represent a special class of events which are prescribed for members and serve the same
function as "super ego".
Rejection of "Outsiders”: It is customary to suspect and show hostility to outsiders or "the
others". In scientific researches also it has been observed that certain projects are not acceptable
if they are perceived as sponsored by outside agencies and not evolved from within.
To conceptualise resistance to change as a rational response to the threat of losing security,
status, autonomy, and investment in the status quo leads naturally to the consideration of
organisational change as a political process. Individuals, interest groups, and coalitions
favouring change presumably stand to gain either because of their identification with measures
that render the organisation more effective, or because they derive personal gain through
greater status, perquisites, prestige, autonomy and the like. Since some people stand to lose, or
at least believe that to be the case, they will defend the status quo. What strategies and tactics
will unfold?
Both sides will seek early on to appeal to the uncommitted-those who have no strong feelings
for or against the change, either because they may be largely unaffected or because they cannot
decide whether the outcomes to them are, on balance, positive or negative. Appeals to this
group may take the forms of lobbying, distortion, propaganda, persuasion, cashing in credits
from old favours, implied threats, appeals to loyal and friendship, or mixtures of all of the
above.
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You will usually find that winning over the uncommitted is a necessary but not sufficient
condition for actually ushering in a change programme. Frequently the resisters, even if a small
minority, will include in their ranks critically placed individuals or groups who, even if not
able to block change, have the potential for sabotaging it when put into operation. Successfully
implemented change requires some means of co-opting these groups. This usually necessitates
substantial modifications of the originally proposed programme.
One means of accommodating resisters is to invite their participation in the planning, design
and process of carrying out programmes. Numerous experiments and experiences demonstrate
that when members are allowed participation in planning the installation of new production
methods, they show less resistance to learning and adopting new methods. Participative forums
give affected parties a sense of ego-identification with the proposed changes leading to a
commitment to see the change effectively implemented. It also provides sufficient exposure to
information about the nature and consequences of the change so that the anxiety out of
uncertainty is reduced.
11.7 STRATEGIES OF IMPLEMENTING CHANGE
Ask any experienced manager how organisational change should he implemented and likely to
get an earful. Most managers who have been responsible for implementation have developed
personal perspective consisting of assumption and, the feelings about how change should be
introduced. These philosophies fall into camps, either “tops-down" or "bottoms-up".
The Tops-down Strategy
The advocates of this strategy believe that, in general, people resist changes and require
direction and structure for their wellbeing as well as to work efficiently and effectively. The
basic psychological contract between employees and management, it is assumed, is one in
which the employee provides work, effort and commitment and expects in return pay, benefits,
and a clear definition of what is expected to be done. It follows that it is the management's
responsibility to design the changes it deems appropriate and to implement these thoroughly
but quickly by directives from the top.
The Bottoms-up Strategy
The advocates of this approach profess what to them is a more enlightened view of human
nature. They argue that people welcome change and the opportunity to contribute to their own
productivity, especially if the change gives, them more variety in their work and more
autonomy. These managers assume people have a psychological contract which includes an
expectation that they be involved in designing change as well as in implementing it.
Commitment to change, they say, follows from involvement in the total change process and is
essential to successful implementation.
Which is more correct? Is the question of correctness the right question to ask? What is your
philosophy of change?
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If your answer to the question was, in effect, "the correct strategy of change depends on the
circumstances", you are in agreement with the currently very popular contingency school.
Contingency Approach
According to the contingency school, the choice of an appropriate strategy and the
implementation diagnosis consists of assessing eight independent variables or factors in the
organisations. These are shown in the upper part of Figure V, where each variable is given a
continuum of potential values. Based on the diagnosis which evolves, the basic implementation
strategy will consist of selecting values along the continua for the three dependent variables as
shown at the bottom of Figure V.
Once the values of these variables have been located, and if the answers to the diagnostic for
the independent variables fall towards the left of the continuum, then the implementation
strategy would also be leftwards. On the other hand, if the values of variables tend towards the
right side of continuum then the implementation strategy would also be rightwards. Thus, for
example, if there is very little time available, the crisis or need for change is clear to all, it is a
small organisation, and so on, the appropriate change strategy is tops-down, directive, and fast.

So, whenever you are faced with a problem of managing change, assess the situation mentally
and depending upon your diagnosis of the situation you can proceed to the task of implementing
change with reasonably greater probability of success.
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Activity M
Think of the implementation of an organisational change (e.g., new administration procedure,
computer system, or other technology etc.) which you have experienced. Using the checklist
of diagnostic variables given in Figure V, indicate what the situation was for each variable.
What does the analysis suggest as to the appropriate method of implementation? How did this
differ from the actual method of implementation?
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
Activity N
Collect a case where implementation of a change programme met with so much resistance that
the attempt had to be given up. Make a post mortem analysis of the failure by commenting on
the factors behind resistance, process of change and strategy of implementation. Had you been
in charge of the implementation, what else would you have done?
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
Final Activity
Go back to the learning objectives of this Unit and Check for. Yourself how many of these
objectives you have attained.
11.8 SUMMARY
We have discussed about the nature of change: individual and organisational; evolutionary and
revolutionary; and, reactive and proactive. Several forces influence changes in internal and
external environment of organisations. These changes in turn influence the effectiveness of
organisations and require a change in corporate strategy. The process of organisational change
involves three stages-unfreezing, moving and refreezing. Understanding these three basic
phases is necessary to cope with change and manage the external dependence of organisations
through adaptation, avoidance and control.
11.9 SELF-STUDY EXERCISES/QUESTIONS
1.
2.
3.

What are the major forces for change that confront organisation?
Discuss the process of organisation change and the strategies to cope with it.
Distinguish between:
a) Individual change and organisational change
b) Evolutionary change and revolutionary change
c) Reactive and proactive change
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11.10 KEY WORDS
Adaptive-coping Cycle: The attributes of an organisation change in order to help it cope with
changes in the environment.
Amoeba Syndrome: Lack of strong direction from top executives, not enough structure, order
or guidance leading to activity trap. Doing things without knowing where one is leading.
Anarchy Syndrome: A situational upheaval where leadership responsibilities, functions and
resources are in dispute.
Bottoms-up Strategy: A change implementation strategy which assumes that employees
welcome change and should be involved in imitation of change.
Buggywhip Syndrome: Clinging to obsolete products, services and practices which no longer
have potential for sustaining its livelihood.
Change Agents: Members of an organisation whose role involves strategies and. procedures
for inducing change in the organisation.
Deadlock Syndrome: Stand-off condition between management and leader of work' force
leading to antagonistic relation between the factions.
Diagnostic Variables: Are the eight independent factors which need to be assessed before the
strategy for implementing change is decided upon.
Differentiation: Division of the organisation into specialised subsystems to cope with various
demands imposed upon by the environment.
Domino Effect: A situation where one change sets off other changes in an organisation owing
to interdependence of various subsystems.
Driving Forces: These are pressures or the needs for change which demand corrective action,
which must be perceived by every manager.
Evolutionary Change: In course of time, every organisation exhibits change which is slow,
smooth and gradual from birth to maturity to decline and may be even death.
Growth Phases: An organisation, like a living organism passes through various stages of
growth such as birth, maturity, decline and death.
Integration: Refers to the unity of purpose and commonality of wider goals that holds the
diverse and specialised subsystems of an organisation together.
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Moving Phase: This phase involves actual change in the various components, for subsystems
of an organisation.
Mom and Pop Syndrome: Small company managers cannot/will not help the company grow
past the awkward stage.
Myopia Syndrome: No future orientation, little thought to strategy, sense of direction and
advance planning.
Proactive Change: Change that anticipates a desired state of affairs. It contrasts with reactive
change as purposive behaviour contrasts with reflexive behaviour.
Purposive Response: It is a response to a stimulus that involves planning and coordination of
effort with respect to the goal in mind.
Rat-race Syndrome: Toxic climate coming from oppressive, primitive, slave driving policy.
Reactive Change: Change that is initiated in response to needs as force generated by the
organisation's interaction with the environment.
Reflexive Response: it is the immediate, spontaneous, automatic and unthinking reaction to a
stimulus.
Refreezing Phase: It involves reinforcing newly generated changes through a process of
countering instability and ensuring compatibility between various subsystems.
Remote Control Syndrome: Too much administrative or executive control from the parent
body. Decision-making autonomy is seriously impaired.
Resisting Forces: Personality and social system related factors that generate responses which
tend to check onset of change.
Revolutionary Change: Every now and then, there emerges a crisis situation in an
organisation, which necessitates a rapid, visible, radical shake up in its structure, policies,
procedures or personnel.
Rigor Mortis Syndrome: Conditions of inertia and constricted activity prevail. Primary
organisation value is structure and order.
Tops-down Strategy: A change implementation strategy that believes in change coming by
way of directives from top management as being entirely appropriate.
Unfreezing Phase: This initiates the change process. It leads to recognising the need for
change after having questioned existing value suppositions.
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Young Turk: Is a type of change agent who is young, dynamic, pushy, persistent and
ambitious. His new ideas tend to challenge status quo.
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