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Objectives
After studying this unit, you should be able to:
•
appreciate the need for interpersonal competence
•
understand how the self-concept operates and is protected
•
understand how interpersonal needs, orientations and attractions affect behaviour
•
understand how an interpersonal relationship is created, developed and maintained
•
develop a set of interpersonal skills
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17.1 INTRODUCTION
Think about yesterday. Out of the total number of hours while you were awake, how much
time did you spend all by yourself with nobody around to talk to or deal with? How much time
did you spend in a "dyadic" relationship, that is, with another person? How much time did you
devote in a small group up to eight persons? Finally, how much time did you interact with a
large group?
Chances are high, that most of your daily time is spent in some sort of interpersonal situationrather than all by yourself or being just a member of a large group. Most of your daily
experiences involve interactions with other human beings. Some such experiences have been
quite joyful resulting into relationships which have flourished overtime. Some experiences
have hurt you, upset you, resulting in relationships which have remained stagnant or have
worsened or have even been abandoned. Understanding how and why these have happened to
you will help you develop and improve your relationships with others. You' are likely to feel
more competent in interpersonal situations and be happier.
Your "interpersonal competence" refers to the degree to which you are accurately aware of
your impact on others and of the impact of others on you. It is your ability to engage in any
mutually helpful relationships. It enables you to achieve your personal goals as well as task
goals in the organisations where you are a member.
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What are the effects of your interpersonal competence on your managerial behaviour?
Interpersonally incompetent managers create an organizational environment in which members
act very defensively to protect their own interests. Since everybody acts defensively in the
organisation, where roles and relationships are basically interdependent, neither the personal
goals of the members, nor the task goals can be fully realised. Problems are not confronted and
are kept hidden from each other for fear that exploring the problems will only aggravate the
situation. In course, of time, issues which were avoided and swept under the rug assume
gigantic proportions and overwhelm the members. On the other hand, interpersonally
competent managers allow their subordinates to challenge their views and to question the
organisation's norms, policies, rules and objectives. When these kinds of behaviours are
tolerated, people are likely to discover problems and commit themselves to their solutions.
Organisational effectiveness increases.
Your role in the organisation can be viewed as a central role surrounded by at least three other
types of roles: Superiors, Colleagues and Subordinates.
Besides these three types of roles, you may
have to interact with a lot of other people from
different positions: consumers, suppliers,
people from regulatory agencies, general
public, etc. Interactions with different interestgroups demand different type of specific skills
and
competencies.
Possession
and
understanding of these skills may not
guarantee successful human relations, but it
can increase your interpersonal sensitivity and
help you take appropriate action to improve relationships. But remember: any attempt to
improve interpersonal competence must begin with knowing oneself more accurately.
Activity A
Check your understanding of the concept of "interpersonal competence" by indicating
whether the following statements are True (T) or False (F).
An interpersonally competent manager:
i. is able to engage in any mutually helpful relationship
ii. achieves personal goals but not the task goals of the organisation where he is a member
iii. is more accurately aware of his impact on others and others' impact on him,
iv. creates an environment in which members act very defensively to protect their own interests
v. allows subordinates to challenge his views and to question the organisation's norms, policies,
rules and objectives
Answers: (i) T, (ii) F, (iii) T, (iv) F, (v) T
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17.2 UNDERSTANDING
BEHAVIOUR

THE

DETERMINANTS

OF

INTERPERSONAL

Self-Concept: What am I?
Mankind is unique because only a human being has the capacity for thinking about his or her
behaviour and appearance. Each person has an attitude toward himself or herself and this
attitude comprises the self or self-concept. The self-concept has three aspects-beliefs, feelings
and behaviours. The belief component represents the content of the self. This is illustrated by
such thoughts as "I am intelligent, sociable, sincere, overweight" etc. The feeling component
about one's self is reflected in feelings of self-worth or in general as `I'm O.K.' or `I'm not O.K.'
Finally, the behavioural component is the tendency to act toward one's self in a self-deprecating
c self-enhancing manner.
Your self-concept is a reflection of all your past experiences with other persons and includes
characteristics which distinguish you from others. Once your self-concept is established and
specific patterns of behaviour are adopted, it tends to resist change. This resistance to change
also gives you a degree of stability that prevents you from regarding yourself as worthless at
one moment and worthy at the next. As your activities are organised and integrated in relation
to your self-concept, you can expect to develop a relatively consistent life-style. Also, you
achieve a stable interpersonal environment by maintaining a consistent relationship between
your self-concept and your beliefs about how others behave and feel toward you with regard to
your self-concept. In order to maintain your interpersonal environment and to maximise
congruence or harmony, you (like any other individual) actively use certain mechanisms to
stabilise interactions:
1.
2.
3.
4.

5.

Misperception: When the actual expectations of others are not congruent with your
self-concept or behaviour, you may simply misperceive how others see you.
Selective Interaction: You may choose to interact with those persons with whom you
can most readily establish a congruent state.
Selective Evaluation of the Other Person: You maximise congruency by favourably
evaluating those who behave congruently towards you and devaluate those who do not.
Selective Evaluation of Self: You maximise congruency by altering the values placed
on various aspects of your self-concept so that the aspects that are in agreement with
the perception of your own behaviour and those of others arc most highly evaluated.
Response Evocation: You, intentionally or unintentionally, behave in a way that
results in others' behaving toward you in a congruent fashion. A person in interaction
controls the cues provided to others to ensure that he or she will be categorised in certain
ways and not in any unexpected way.

The mechanisms, mentioned above, are some of the means used by any person to protect one's
self-concept and maintain an interpersonal environment.
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Interpersonal Needs: What do you want from me?
People need people, but for what? Schutz (1966) maintains that there are three interpersonal
needs-inclusion, control and affection-that cause one, to establish and maintain relations with
others. These needs are defined as follows:
1. Inclusion-the need for interaction and association.
2. Control --the need for control and power.
3. Affection-the need for love and affection.
Individuals differ, however, in the strength of their interpersonal needs.
For each interpersonal need, there are two behavioural aspects--expressed and wanted.
Expressed behaviour is the behaviour that we initiate toward others, whereas wanted behaviour
is the behaviour we want or prefer from others toward us.

Compatibility is a property of a relationship between two or more persons that leads to the
mutual satisfaction of interpersonal needs and harmonious coexistence. If what is wanted and
what is expressed is equal for both interacting persons, mutual needs are satisfied. For example,
those who wish to dominate and control activities, work well with those who want to be
controlled or directed. However, if both parties want to dominate, some degree of conflict may
be expected.
When you compare these interpersonal needs with self-concept, you will find that the need for
inclusion is to feel that the self is significant and worthwhile; for control; the need is to feel
one's self as a competent and responsible person; for affection, the need is to feel that self is a
lovable person.
Activity B
Write eighteen simple sentences about yourself starting with "I am" or "I want others to," or "I
like" Write these sentences as frankly and spontaneously as possible without exercising much
caution. Analyse the sentences yourself to determine your self-concept and interpersonal needs.
'You may find some of the sentences cannot be put into any of the categories we have discussed
so far.
……………………………………………..……………………………………………………
……………………………………………..……………………………………………………
……………………………………………..……………………………………………………
……………………………………………..……………………………………………………
……………………………………………..……………………………………………………
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Interpersonal Orientations: How do you influence me?
Individuals vary greatly in how they relate to and influence others. Three basic types of persons
have been identified-the tough battler, the friendly helper, and the objective thinker. These
three styles and associated behaviours are outlined in Chart 1.
The interpersonal orientations are shown in terms of extremes, but they are typical descriptions
of familiar behaviour. Many people are more oriented to one style than another and feel more
comfortable with its associated behaviours. While one's style is related to his or her personal
needs and self-concept, a style can be overdone and distorted. Each style reflects behaviour
that, in varying degrees, is ineffective in some situations.
The Tough Battler would relate better to others, if he or she were more sensitive to others,
could accept his or her own inevitable dependence on others, and recognize that some situations
will not yield to pressure. The Friendly Helper would be more satisfied if he or she could stand
up for his or her own interests and face conflict. Like-wise, the Objective Thinker could relate
to others more effectively, if he or she were more aware and accepting of his or her own feelings
and those of others. One does not have to assume that his or her behaviour is fixed or impossible
to control.

Activity C
Draw an equilateral triangle and name three vertices with three interpersonal orientations. Note
where you think you are and put a dot at that space within the triangle which will depict your
position. Get the opinion of a close friend and ask' him to place you within the triangle. Do you
agree on his assessment of your interpersonal orientation? Explore, with him, the differences
in perception.
……………………………………………..……………………………………………………
……………………………………………..……………………………………………………
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Interpersonal Attraction: Why do we like each other?
You are not passive in your interpersonal interactions with others but seek to structure these
relationships. You will choose to interact with others with whom you can most readily establish
a harmonious relationship. For example, if you regard yourself as very intelligent, you will
interact with others who respect your intelligence or allow you to use it. By choosing such
persons as friends, an important and durable source of harmonious interactions is created. So,
remember: people interact more frequently with those who are perceived as confirming their
self-concept to the greatest extent.
The greater the importance and common consequences of an "object" for two people, the
greater the attraction between both persons. An "object" may refer to any focus of perceptionincluding physical objects, symbols, the other person's self-concept or to one's own selfconcept. This relationship is depicted in Figure I.

The attraction of 'A' towards `B' is affected by the similarity between A's attitude towards `X'
and his or her perception of B's attitude toward `X'. Moreover, A's own attitude towards `X'
and his or her perception of B's attitude are influenced by the degree to which he or she is
attracted to `B'. For example, assume that `A', who is attracted to `B', discovers a difference
between A's and B's attitudes towards their common supervisor `X'. Assume that `A' likes the
supervisor but B' does not and holds many unfavourable views about him. Since `A' is attracted
to `B', even while holding divergent views, a strain is created that must be resolved. Return to
a state of balance may take several forms:
1.

‘A shift in A's perception of B's attitude may occur. `A' may decide that he or she was
mistaken in attributing to `B' a negative attitude towards the supervisor. If `B' actually
does have a negative attitude, this would be a misperception.
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‘A' might change his or her own attitude in the direction of `B' and develop a negative
attitude towards the supervisor (X).
3.
‘A' might try to convince `B' that `B'' is mistaken about the supervisor. If `B' is attracted
to `A' and is also experiencing a strain, `B' might be susceptible to such persuasion.
4.
‘A' might restore balance to the relationship by reducing his or her attraction towards
`B'.
These actions indicate how people seek to validate their attitudes by seeking agreement with
others-consensual validation.
2.

When a group begins to interact and acquire information of other's views and attitudes, bonds
of attraction form most strongly between those who hold similar views toward things that are
important and relevant to both. Also, a person likes others who have the same feeling toward
him or her as that person has toward himself or herself. This reinforces one's self-concept and
facilitates interpersonal relations.
Activity D
Recall a situation where you had differences of attitude with your very close friend about
somebody whom both of you knows well. How was the difference in attitude reduced? Reflect
on the process of returning to the state of balance and prepare a small introspective note.
……………………………………………..……………………………………………………
……………………………………………..……………………………………………………
Activity E
Select three to four close friends with whom' you are mutually attracted. Prepare a list of
similarities and differences of values, attitudes, needs and expectations between you and your
friends. How does the list look like? Do similarities outweigh differences or the way round?
……………………………………………..……………………………………………………
……………………………………………..……………………………………………………
17.3 DEVELOPINGINTERPERSONAL RELATIONSHIP
The development of successful working relationships takes time. No one can cultivate such a
relationship with another person without going through a long arduous process that usually
takes months or years to develop. The development of a working relationship occurs in the
following sequences:
1. The initial contact produces a set of impressions and attitudes in each towards the other.
2. A favourable mutual impression is needed to develop a long-term relationship.
3. A positive impression opens the door for a long-term working relationship. When this
occurs, the interacting parties develop a set of mutually agreeable expectations regarding
their roles, performance and relationships.
4. The interacting parties make continuous attempts to meet each other's expectations.
5. Failure to carry out this psychological contract will probably terminate the relationship.
6. Mutual trust and influence develop as a result of meeting the psychological contract, and
these ensure the continuation of the relationship.
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In this section, we are going to discuss, in brief, the four stages of developing interpersonal
relationship:
1. Forming first impressions
2. Developing mutual expectations
3. Honouring psychological contracts
4. Developing trust and influence.
Forming First Impressions
First impressions, though often inaccurate, are lasting impressions. First impressions are lasting
because they influence the way in which people see subsequent data about the perceived object
or person. So, whether or not first impressions are correct, it is important for us to make
favourable impressions on other people. Initial impressions do not guarantee long-term
relationships, but they are essential for entering into enduring relationship with others. Many
studies have shown that much of the groundwork for subsequent relationships with others is
laid in the very first stage of socialisation.
The first stage of socialisation has a significant implication for those who are looking for jobs.
When an organisation searches for a new manager, it will probably contact between 10 to 40
potential candidates. Of these, it will probably interview between three to eight people, but
only one will be selected for the position. What factors help the employer to narrow down the
list? The initial selection is probably based on substantive qualities such as educational
achievement, job experience and specialisation, references, etc. as described in the resume, But
the next selection most likely results from the impression the candidates make during the job
interview. Image consultants list the following qualities which help make a good first
impression (Thompson, 1977):
1. Poise: One should maintain composure by being diplomatic and personable. Nervousness
disturbs one's poise.
2. Articulation: One should speak naturally and fluently, use proper language and add deep
tones in the voice to create an impression of maturity.
3. Conservative Dress: Conservative dress in classic styles are appropriate for a business
engagement such as job interview. Extremes in fashion should be avoided.
4. Positive Attitude: Without being a naive optimist, one should show a positive outlook
towards life, for people generally prefer a prudent optimist to a pessimist.
5. Knowledgeability: Learning something about the organisation and its products, services
and people before an interview demonstrates one's interest.
6. Thoughtfulness: One should be alert and responsive, yet weigh each question before
responding. A hasty response can be seen as indicative of immaturity or lack of wisdom.
7. Self-confidence: In order to make other people have confidence in him or her, the person
needs to appear self-confident. An erect posture, head held high and an assertive tone of
voice can help show self-confidence with requisite humility.

8

Remember that in forming first impressions, your non-verbal behaviour plays as important a
role as your verbal behaviour. Read the theme paper of transactional analysis and you will
appreciate that the body-language associated with different "ego-states" (like Nurturing Parent,
Adult, Adapted Child and Natural Child) play a very important part in the process of exchange
of positive "strokes" to each other.
Developing Mutual Expectations
When people are mutually impressed, they are more likely to enter into a long-term
relationship.' When this happens, they develop certain expectations about each other. In work
organisations, managers may expect new employees to be competent, productive, reliable and
loyal and to conform to organisational norms. New employees, on the other hand, expect their
superiors to be fair, supportive and considerate of their needs.
Many of these expectations are unwritten and unspoken. People usually do not have clear ideas
about what they expect from other people or from organisations, especially at the beginning of
a relationship. Initial expectations are usually very general and tend to be unrealistic.
Unrealistic expectations often develop because people promise more than they can deliver at
the initial stage in order to impress the other party.
Parties must go beyond the stage of establishing general expectations in order to determine
whether or not the relationship is satisfactory. Unless they work out more realistic expectations,
the relationship becomes superficial and less meaningful. The process of working out mutual
expectations involves a series of exchanges and adjustments to each other's expectations.
A set of mutual expectations that is worked out. and understood by the parties is called a
psychological contract; it governs the relationships between them in day- today interactions.
Although this contract is neither formally stated nor legally binding, it serves as the basis for
evaluating the quality of the relationship.
Activity F
What is the nature of "psychological contract" between you and another person (your employer
or your friend or your life partner)? What do you expect the other party to do? What do you
believe the other party expects you to, do? Find out the areas of expectations where you think
both the parties mutually but tacitly agree.
……………………………………………..……………………………………………………
……………………………………………..……………………………………………………
Honouring Psychological Contracts
An effective interpersonal or work relationship cannot develop and be maintained unless the
participants are willing to honour their psychological contracts. Each party expects the other to
be faithful in the relationship, not to take arbitrary actions and to be honest with him or her.
There will, of course, be times when some of these expectations cannot be fully satisfied. But
when this happens, each party must be reassured that the other is acting in good faith.
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What do people expect from others in working relationships? In one study (Gabarro, 1978);
executives expected three things from their colleagues: reliable character, professional
competence and good judgment.
The character-based expectations include:
1. Integrity: Maintaining personal and moral honesty in the relationship.
2. Motive: Having good intentions and acting in good faith.
3. Consistency: Showing consistency in behaviour.
4. Openness: Levelling and being honest with another person.
5. Discretion: Maintaining confidences.
The competence-based expectations include:
1. Technical competence: Having the ability to perform the assigned task.
2. Interpersonal competence: Being able to maintain effective interpersonal
relationships.
The judgment-based expectations include:
1. Business sense: Making good business judgment.
2. Interpersonal judgment: Making an accurate perceptual judgment of other people.
Each of us has a minimum acceptable level of satisfaction. If the actual fulfilment of
expectations is below that level, the situation will be viewed a* a violation of the contract.
When this happens, the affected member will send out signals of dissatisfaction in the form of
joking, complaining or showing anger (sometimes through withdrawal). If these signals are
received and honoured by the other person, the relationship can be restored or the contract may
be renegotiated. Otherwise, the association will suffer chronic discontent, strife, alienation and
eventual termination.
Activity G
Think of a situation where the other party violated the "psychological contract" you had with
him or her. In what way did you send your signal of dissatisfaction? What happened to your
signals?
……………………………………………..……………………………………………………
……………………………………………..……………………………………………………
Developing Trust and Influence
The result of meeting the psychological contract is an increased level of trust and influence.
When the parties to the contract are able to meet their mutual expectations, the relationship
produces mutual trust and favourable sentiment. The more satisfactory the association
becomes, the greater the influence the parties have on each other. Since the relationship is
fulfilling, the parties will continually rely on it to satisfy their needs. This dependency permits
them to exert influence on each other.
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The increased level of influence enhances each party's ability to affect the behaviour and
thinking of the other. When a person is able to influence others, the person becomes more
effective in performing a task. The person's effectiveness is especially increased when the task
requires a high degree of interaction with other people, for the influential person is capable of
enlisting the necessary support and cooperation from others.
17.4 DEVELOPING INTERPERSONAL SKILLS
The quality of interpersonal relationships is largely affected by the way the parties relate to
each other. How we relate to another person reflects our own personality. As you have seen
earlier, some people have a greater desire to maintain close - relationships, others are relatively
insensitive. But the ability to create, develop and maintain such relationships is not inborn.
More often than not, this ability involves the way a person listens, questions, cares and responds
to others. In order to develop a close and binding relationship, parties must expose themselves
to each other so they can really get to know each other. Unless they know each other well, they
cannot develop a trusting relationship.
Increasing Interpersonal Awareness: The Johari Window
The Johari Window is a conceptual model for studying interpersonal awareness. It was
developed by Joseph Luft and Harry Ingham (the name Johari combines their first names). It
is a schematic model that shows how people expose themselves to others and receive feedback
from others in their interpersonal relationships. As shown in Figure II, the Johari Window has
four parts: Arena, Blindspot, Closed and Dark. Arena represents the "Public self" that is known
to the self and others. The Blindspot area is known to others, but not to the self. The Closed
area is the "private self" which is known to the self, but not to others. The Dark area is neither
known to the self nor to others.
The implication of this model is that if
Arena is very small, there is very little
free and spontaneous interaction. On the
other hand, the larger the Arena, the
greater the chance for participants in any
relationship to make correct perceptual
judgments about each other. This
accurate perceptual judgment helps
them to develop realistic. mutual
expectations.
Meeting
these
expectations increases their level of trust
and influence, and it helps them
maintain
a
mutually
satisfying
relationship.
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As the Arena expands, the closed area or private self shrinks and it becomes less necessary to
hide or deny things one knows or feels. The Blind spot takes longer to reduce because self
concept protection mechanisms are involved.
Arena can be expanded by means of self-disclosure and feedback. These two variables are
shown as two large arrows in the figure and range from less to more. Self-disclosure means
revealing oneself to another person and sharing one's own "feelings, emotions, facts and
knowledge with that individual. Self-disclosure is an act of showing respect for, and sharing
intimacy with another person. Such an act requires trust in another person and is likely to
encourage the other person to follow suit. But self-disclosure involves both rewards and costs.
Being open (more self-disclosure) offers the possibility of self-understanding, growth and
better interpersonal adjustments. On the other hand, when we disclose ourselves to another, we
are taking the risk of being rejected, misinterpreted or short changed. However, unless someone
takes the risk and initiates self-disclosure, the relationship will not develop.
Feedback reduces the Blindspot area and helps us increase our self-awareness, since we often
do not know how others view us. We can guess how they see us by their reactions, but these
reactions are often not clear and likely to be misperceived. Unless we receive feedback as to
how they see us, or what kind of effects our behaviours have on them, we are likely to be blind
to their feelings and reactions.
The feedback given by others can hope to reduce Blindspot only if it has the following
characteristics (Anderson, 1970):
1.
Intended to help the recipient.
2.
Given directly, with real feelings and based on a foundation of trust between the
giver and the receiver.
3.
Descriptive rather than evaluative.
4.
Specific rather than general, with good, clear and preferably recent examples.
5.
Given at a time when the recipient appears to be in a condition of readiness to
accept it.
6.
Checked with others to be sure that they support its validity.
7.
Includes only those things that the recipient might be expected to be able to do
something about.
8.
Does not include more than the recipient can handle at any particular time.
Interpersonal awareness can be increased in several ways. When you feel that something is
wrong with a relationship but the problem area cannot be identified, you may take one of the
following actions:
1. Ask the other party how the relationship is working out for him or her (i.e., solicit feedback).
Take the initiative in expressing your concerns and feelings (i.e., initiate self-disclosure) and
listen to the feedback with empathy and without any attempt to defend. The feedback obtained
may not be satisfactory but at least opens the door for improvement.
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2. Ask yourself whether you are fulfilling the psychological contract. Take stock of your
perceptions of mutual expectation and see if each of you is meeting these expectations. Keeping
in mind the characteristics of effective feedback, communicate your concerns to your partner.
Taking Interpersonal Risks
Nothing really happens in a relationship until the participants learn to trust each other.
However, trusting another person is not simple because it involves risk of being exploited. If
the other person behaves in such a manner that it violates one's trust in him or her, the
relationship cannot continue; However, we do not know if we can trust, another person until
such an opportunity of violation of trust arises: There are a few things a person can do to create
and maintain a trusting relationship:
1.
2.
3.

4.

Take the initiative in self-disclosure. This can set the tone for developing and
maintaining a relationship of trust.
Accept another person's self-disclosure: Appreciate the other person for taking
the initiative and the risk of rejection.
Reciprocate another's initiative with your own self-disclosure. Failure to do so
will be interpreted by the other person's a lack of interest and will arouse the
anxiety of possible exploitation.
Remember that the self-fulfilling prophecy works in an interpersonal
relationship. An initial assumption about a person has a way of proving itself.
If you assume that the other person cannot be trusted, you will find evidence to
that effect. If you assume that another person can be trusted, you are likely to
experience the same.

Developing Cooperative Relationships
A relationship will be maintained and will prosper only when it satisfies the participants' needs
and expectations. In a mutually helpful relationship, the participants tend to cooperate rather
than compete in sharing limited resources or rewards. In work organisations, people compete
for limited resources-pay increases, promotions, power and recognition. But those who want
to develop mutually helpful' relationships with others should make an effort to cooperate rather
than compete in such a situation.
However, development of a cooperative relationships is a function of three factors:
1.
Shareable goal: The perception that the goal is shareable by the parties. In all
interdependent relationships, there exists at least one superordinate goal which can be
achieved only if the parties cooperate.
2.
Perceived power of all parties: The perception that all parties have power
enough to use in a benevolent or a malevolent manner, depending upon their
individual choice. This factor refers to the appreciation of the fact that anybody in a
relationship has the power to help or hinder goal achievement.
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3.

Trust: A minimum level of trust prevailing amongst the parties that power of the other
party will not be used in a malevolent way. The present level of trust is a product of
past experience and self-fulfilling prophecy. The more trusting the parties become, the
more likely it is that they will engage in cooperative relationships in future.

Resolving Interpersonal Problems
A close interpersonal relationship is maintained by building trust, acceptance and support. But
there are times when one party may become angry with the other for failing to meet the
psychological contract. When this occurs, the first party should constructively confront the
second. How well the two handle such an interpersonal problem will indicate the depth of the
relationship. In a shallow relationship, one party may ignore the destructive behaviour of the
other, but in a mature relationship, however, both parties should engage in constructive
confrontation in order to improve the quality of the relationship.
Constructive confrontation is defined by Johnson (1972) as a deliberate attempt to help another
person examine the consequences of his or her behaviour. It involves providing feedback that
is useful and unthreatening to the confrontee. Keeping in mind the characteristics of giving
feedback as discussed earlier, you can improve the effectiveness of confrontation by observing
the following principles:
1.

2.

3.
4.

5.

6.

7.
8.

Importance of the relationship: Do not confront another person unless both parties
see the importance of the relationship and truly value it. Otherwise, confrontation may
turn into, or be perceived as, criticism.
Ability of the confront: Confront another person only when you perceive that he or
she has the ability to act on your feedback. If the confrontee cannot change his or her
behaviour, confrontation can lead to frustration.
Use of empathy: View the problem from the confrontee's perspective. You may even
change your perception of the problem as a result of this empathy.
Use of "I" language: Use "I" language, such as the words "I", "Me" and "My" to reduce
the defensiveness of the confrontee. "You" language-use of "You" and "Your" is more
closely related to criticism and sermonising.
Focusing on behaviour: Focus you feedback on specific behaviours rather than on the
person. A person-directed feedback produces defensive behaviour and resentment. We
can change our behaviour but not ourselves.
Use of descriptive statements: Describe how you see and feel about the situation.
Evaluating in judgmental statements can easily evoke defensive behaviours because
such statements can be interpreted as criticism.
Exploring alternative behaviours: Instead of suggesting any specific solution to the
problem, help the person explore various means of overcoming it.
Selection of time: Since timing is important for an effective confrontation, select a time
when the confrontation is relaxed and more open to receiving feedback without being
defensive.
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9.
10.

Importance of privacy: Confront the person in private. Open confrontation will be
considered a personal attack rather than a helpful encounter.
Use of non-verbal behaviour: Use non-verbal behaviours, which speak louder than
words, to express yourself to others. Eye contact, appropriate tone of voice and correct
posture can all add to the effectiveness of confrontation.

Activity H
Select a person with whom you would like to develop a closer relationship in a work related
environment. Make a list of the things that you want most from this person. After you have
done this, make a list of the things that this person may want from you. Compare what you
want from the other person with what you think the other person wants from you, and answer
the following questions:
i)
What are the bases for mutual attractions?
ii)
How well can or do you meet the other person's expectations?
iii)
How well does the other person meet your expectations?
iv)
If the relationship is not satisfactory, what do you think is the cause?
v)
How can you improve the relationship?
……………………………………………..……………………………………………………
……………………………………………..……………………………………………………
……………………………………………..……………………………………………………
……………………………………………..……………………………………………………
Activity I
Recollect a situation where you constructively confronted another party by providing feedback
effectively. Analyse what exactly did you do and how it worked. Recall another situation where
you failed to successfully confront another person. Analyse how and why it happened that way.
What would you do in case you get a second chance?
……………………………………………..……………………………………………………
……………………………………………..……………………………………………………
……………………………………………..……………………………………………………
……………………………………………..……………………………………………………
Activity J
Transactional Analysis is a very useful framework for understanding and improving
interpersonal behaviour. Read the theme paper on Transactional Analysis and integrate TA
concepts with the concepts mentioned in this unit.
……………………………………………..……………………………………………………
……………………………………………..……………………………………………………
……………………………………………..……………………………………………………
……………………………………………..……………………………………………………
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17.5 SUMMARY
In this unit we have discussed the importance of interpersonal competence which is at the heart
of social skills required by any manager in any organisation. You have seen that, in order to
improve interpersonal competence, one must have a fairly accurate idea about one's selfconcept. Self-concept, once formed, resists changes through several protective mechanisms.
Three types of interpersonal needs, i.e. inclusion, control and affection are related with selfconcept. But these have two behavioural aspects-expressed and wanted. Concepts of
interpersonal orientation tell us how we influence each other. In that section you have seen that
three basic types of persons have been identified-the tough battler, the friendly helper and the
objective thinker. The concept of interpersonal attraction tells us why we like each other. You
have seen that people interact more frequently with those who are perceived as confirming their
self-concept to the greatest extent. Bonds of attraction form most strongly between those who
hold similar views towards things that are important and relevant to both.
In this unit, we have discussed four stages of development of a working relationship. The first
stage of socialisation is forming the initial impression. Initial favourable impressions do not
guarantee long-term relationships, but they are essential for entering into enduring relationship
with others. In forming first impressions, nonverbal behaviour plays as important a role as
verbal behaviour. In the second stage a set of mutual expectations are worked out and
understood by the parties. Many of these expectations are unwritten and unspoken. Hence,
these are called psychological contracts. An effective interpersonal or work-relationship cannot
develop unless the participants are willing to honour their psychological contracts. The result
of fulfilling the psychological contracts is an increased level of trust and influence.
In the last section on `developing interpersonal skills', you have come across a conceptual
model called `Johari Window'. You have seen that interpersonal competence can be greatly
enhanced by enlarging `Arena' with the help of feedback and self-disclosure. Several
characteristics of effective feedback have been discussed. It is also emphasised that
interpersonal relations cannot flourish unless the parties are prepared to take certain
interpersonal risks. Development of cooperative relationships
is facilitated when there are shared goals, mutually perceived power and the minimum level of
distrust. Finally, we have discussed the principles of constructive confrontation in resolving
Interpersonal problems.
17.6 SELF-ASSESSMENT TEST
1.
2.
3.

Explain the various aspects of self-concept. What steps will you take to achieve a stable
interpersonal environment?
What are the specific stages involved in developing interpersonal relationship?
After going through this unit, do you think that you can enrich your relationship with
others? If yes, how?
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UNIT 18 LEADERSHIP STYLES AND INFLUENCE PROCESS
Objectives
The objectives of this unit are to:
•
introduce various leadership styles
•
familiarise you with various theories and styles of leadership
•
create an awareness that leadership is a process of shared influence on the work group
Structure
18.1 Introduction
18.2 Leadership Styles
18.3 Leadership Styles and Leadership Theories
18.4 Leadership and Influence Process
18.5 Types of Power
18.6 Types of Leader and Power Concept
18.7 Successful Vs. Effective Leader
18.8 Summary
18.9 Self-assessment Test
18.10 Key Words
18.11 Further Readings
18.1 INTRODUCTION
In giving the input on leadership styles and influence process to you, we presume your main
aim is to understand and improve your style of functioning as a leader.
To start with, you must have clear idea as to what is meant by leadership. Leadership is the
activity of influencing people to strive willingly for group objectives. As you can see, this
process is a function of the leader, the followers and the situation. There may not be any
particular organisation in our mind, when we talk of leadership. In any situation where you are
trying to influence the behaviour of another individual or group, leadership is operating. Thus,
each one of us tries leadership. at one time or the other, whether our activities are centred
around a business, educational institution, hospital, political organisation, Government
organisation or a family. As part of this process, one who attempts to influence the behaviour
of others becomes a potential leader and the persons he is attempting to influence are the
potential followers. This may happen irrespective of the fact that the leader may be their boss
or a colleague (associate) or a subordinate or a friend or a relative. In other words, through a
style of functioning he influences attitudes and expectations, which in turn encourage or
discourage the follower's activity or achievement, enhance or diminish the follower's
commitment to the work, etc.
18

In our day-to-day life, we come across instances of how people are influenced by the activities
or word of a person who is trying to lead them. We always make judgments about the leaders
of our own office. In our mind, we make a difference between a good leader and a bad one, by
judging his style or way of functioning and his influence on others. Hence, in understanding
the phenomenon of leadership, we must first understand the various styles of the leaders.
18.2 LEADERSHIP STYLES
The word style is the way in which the leader influences followers. Let us have a look at the
various studies that help us to understand the leadership styles.
Hawthorne Studies
Mayo and Roethlisberger did a series of studies from 1924 to 1932 in an electricity company,
at Illinois, in USA. These studies are known as Hawthorne Studies.
One phase of these studies aimed at finding out if changes in illumination, rest period and lunch
breaks can affect the productivity of the workers. It was found to the surprise of the researchers
that less light, shorter and fewer rest periods and shorter lunch breaks resulted in increased
productivity. And once all these changes; were eliminated and the normal working conditions
were resumed, it was also seen that the workers' productivity and the feeling of being together
went up. The increase in productivity was attributed to the attitude of workers towards each
other and their feeling of togetherness. In addition, attention paid to the workers by the
researches made them feel important which resulted in improvement in their work
performance. This is known as Hawthorne effect. These findings made Mayo and
Roethlisberger conclude that a leader has not only to plan, decide, organise, lead and control
but also consider the human element. This includes social needs of being together and being
recognised for the work interaction of the group members with each other and their well being.
A good leader ought to keep the above aspects in his style of working with people and
supervising their work.
Theory X and Y
McGregor (1960) categorised leadership styles into two broad categories having two different
beliefs and assumptions about subordinates. He called these Theory X and Theory Y. The
Theory X style of leaders believe that most people dislike work and will avoid it wherever
possible. Such leaders feel they themselves are a small but important group, who want to lead
and take responsibility, but a large majority of people want to be directed and avoid
responsibility. Therefore, this style of leadership exercises strong controls and direction and
wherever necessary punish people if they do not do the work. If people do the work as desired,
they may even get monetary or other rewards. Theory Y leaders assume that people will work
hard. and assume responsibility if they can satisfy their personal needs and the objectives or
goals of their organisation. Such leaders do not sharply distinguish between the leaders and the
followers in contrast to Theory X style. They feel that people control themselves within rather
than being controlled by others from outside such as a leader or a manager or a supervisor.
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An effective leader needs to examine carefully his own ideas about the motivation and
behaviour of subordinates and others, as well as the situation, before adopting a particular style
of leadership.
Iowa Leadership Studies
In 1939 Lippitt and White under the direction of Lewin, did a study on three different styles of
leadership in the task performance of ten-year old boys in three groups. The authoritarian leader
of the group was very directive. He did not allow any participation. He was concerned about
the task and told the followers what to do and how to do it. He was friendly while praising the
performance of the individual member and was impersonal while criticising the individual
member. In the other group, the democratic leader encouraged discussion with the group and
allowed participation in making decisions. He shared his leadership responsibilities with his
followers and involved them in the planning and execution of the task. The laissez-faire leader
of the third group gave complete freedom to the group and did not provide any leadership. He
did not establish any policies or procedures to do the task. Each member was let alone. No one
attempted to influence the other.
The researchers selected boys of the same intelligence level. Each group did the same task of
making paper masks or model air-planes or murals or soap carvings. The room used by the
three groups remained the same. The three group leaders assumed different styles as they
shifted every six weeks from group to group. The researchers under the direction of Lewin,
who did several studies on groups, were trying to see how different styles of leadership could
change the satisfaction, frustration-aggression levels of the individuals. One definite finding
was that nineteen out of twenty boys like the democratic leadership style. That kind of a leader
never tried to boss over them, yet they had plenty, to do. The only boy who liked the
authoritarian style of leadership happened to be the son of an army officer. It was also observed
that seven out of ten boys preferred the laissez-faire leader to the autocratic one as they
preferred
confusion and disorder to strictness and rigidity present in the autocratic style. Boys under the
latter style exhibited more of aggressive, hostile and indifferent behaviour as compared to their
counterparts under other styles of leadership. They either showed hostility or cracked jokes
about hostility towards others. Others belonging to the democratic style of leadership showed
less aggressive and more indifferent behaviour when brought under the autocratic style of a
leader. Even under the laissez-faire style of the leader, boys committed more aggressive acts
than the ones under the democratic style.
Of course, a study on ten year old boys in making paper masks or soap carving, etc. cannot be
compared to leader behaviour of adults with complex jobs. But like the studies of Mayo and
Roethlisberger, the studies by Lewin, Lippitt and White are a pioneering effort in understanding
leadership styles from the point of scientific methodology. They also throw light on how
different styles of leadership can produce different complex reactions from the same or similar
groups.
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Michigan Studies on Leadership Styles
Likert (1961) at University of Michigan Survey Research Centre identified two major styles of
leadership orientations-employee orientation and production orientation. The employee
oriented style of the leader emphasises the relationship aspect of the jobs of the individual.
Such a leader takes interest in every one and accepts the individuality and personal needs of
the individual. He has complete confidence and trust in all matters in his subordinates. His
subordinates feel free to discuss things about their jobs with their superior. He always asks
subordinates for ideas and opinions and always tries to make constructive use of them.
The production oriented style of the leader emphasises production and technical aspects of the
job. He looks at subordinates or employees as tools to accomplish the goals of the organisation.
Work, working condition and work methods are tried to be understood better in his style of the
leadership orientation. Likert related these orientations to the performance of the employees.
He showed that the employee oriented style brought high-producing performance compared to
production-oriented style. Of course, the satisfaction of employees was not directly related to
productivity in Likert’s study.
Ohio State Studies on Leadership Styles
Stogdill (1957) at the Bureau of Business Research at Ohio State University initiated ‘a series
of researches on leadership in 1945. He, along with his colleagues, studied leader behaviour in
numerous types of groups and situations by using a Leader Behaviour Description
Questionnaire (LBDQ). The studies were conducted on Air Force Commanders and members
of bomber crews, officers, non-commissioned opersonnel, civilian administrators in the Navy
Department, manufacturing supervisors, executives, teachers, principals and school
superintendents and leaders of various civilian groups. They did not have any satisfactory
definition of leadership. They also did not think leadership is synonymous with `good'
leadership. The LBDQ was administered in a wide variety of situations and surprisingly two
dimensions of, leadership continually emerged from the study: one is `consideration' and the
other is ‘initiating structure’.
Consideration reflects the extent to which individuals are likely to have job, relationship
characterised by mutual respect for subordinates, ideas and consideration of subordinates,
feelings. You may like to describe it as the behaviour of the leader indicating friendship, mutual
trust, respect and warmth in the relationship between the leader and his group members.
Initiating structure reflects the extent to which individuals are likely to define and structure
their roles and those of their subordinates towards goal attainment. In other words, it is the
behaviour of the leader which deals with the relationship between himself and the work-group
and tries to establish well-defined patterns of organisation, channels of communication and
method of procedure.
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Examples of observed behaviour of the leader under consideration and initiating structure are
as follows:

Activity A
In the above example of items check how frequently as a leader you engage yourself by
marking A(Always), O(Occasionally) or N(Never), against each one of the items in the box
given at the right hand side of each statement. This may help you to know your own style of
leadership.
One can do this exercise by observing and judging the behaviour of the leader in a work
situation.
Scientific Manager's Style
Taylor (1911) stressed the best way of doing a job. He emphasised the importance of having
management and labour work in harmony to maximise profits. The basis of his scientific
management was technological in nature. It was felt that the best way to increase output was
to improve the techniques or methods used by workers. Therefore, profit can be maximised by
using a systematic and scientifically based approach to the study of jobs. Taylor was not trained
as a manager He relied on scientific study of time and movement spent and used for a job to
improve the performance of the worker. According to the scientific managerial style,
management of a work organisation must be divorced from human affairs and emotions and
people have to adjust to the management and not management to the people. Once jobs are
recognised with efficiency in mind, the economic self-interest of the workers could be satisfied
through various incentive work plans such as piece rate. system of payment, etc. The leader is
assumed to be the most competent individual in planning and organising the work of
subordinates according to Taylor's principle of scientific management.
Various studies reflecting different styles of functioning of a leader have been stated above,
which highlight how the leader simultaneously pays attention to the:
a)
task to be accomplished by the group, and
b)
needs and expectations of the group and its individual members.
Exactly how the leader goes about attending to these two functions is a matter of his leadership
style. Many theories have been suggested by the researchers regarding which leadership style
is most effective. Even the above two functions can have different descriptions for different
leaders. But in course of time every leader develops a particular style which reflects his own
ideas and perspectives on the relative importance of task and people.
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We should now consider in what ways we can enrich the understanding of various styles of
leadership by making ourselves familiar with some important theories of leadership.
18.3 LEADERSHIP STYLES AND LEADERSHIP THEORIES
Trait Theory
This theory as described by Kelly (1974) attempts to classify what personal characteristics such
as physical, personality and mental, are associated with leadership success. Trait theory relies
on research that relates various traits to the success of a leader. A lengthy list of traits has been
made to describe an effective leader in terms of certain characteristics. A broad classification
of six categories of traits are given below:
1.
2.
3.
4.
5.
6.

Physical characteristics of the leader, such as age, height, weight.
Background characteristics-education, social status, mobility and experience.
Intelligence-ability, judgment, knowledge.
Personality-aggressiveness, alertness, dominance, decisiveness, enthusiasm,
extroversion, independence, self-confidence, authoritarianism.
Task-oriented characteristics-achievement needs, responsibility, initiative, and
persistence.
Social characteristics-supervisory ability, cooperativeness, popularity, prestige, tact,
diplomacy.

These characteristics according to some people are considered valid indicators of successful
leaders, but if you compare leaders by various physical personality and intelligence traits, you
may find very little agreement on these. Some findings point out to the fact that leaders are
intelligent individuals. But they do not provide any clue as to whether leaders are brighter than
their followers or are as close to them in intelligence. Again, some of the personality traits are
overlapping with each other. Therefore, you need to be cautious in stating, personality or any
other characteristic as a cause of successful leadership. You must ask the questions: Who is a
successful leader? Is he far superior physically? Is he far brighter? Is he more mature as a
person? Is he more motivated to achieve his goal? Does he have more consideration for his
followers? etc.
Some of the traits may describe a successful leader but predicting successful leaders on the
basis of traits alone is not a correct approach. The followers have a significant effect on the job
accomplished by the leader. Trait theory completely ignores the followers and the situations
that also help a leader to be successful. Secondly, we should also weigh in our own mind, which
of the objectives, `confident' or independent' or intelligent' is relatively more important in
becoming a, successful leader. You may observe one or all the above traits as important in ' a
successful leader whereas your friend may feel that an enthusiastic, aggressive and
authoritarian person is a good leader. To be more objective, traits of the person as well as
demand of the situation together determine the effectiveness of the leader.
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Group and Exchange Theories of Leadership
These theories as reported by Hollandder and Julian (1969) state that the leader provides more
benefits or regards than burden or costs for followers who help him achieve the goal of the
organisation. Thgre must be a positive exchange between the leader and followers in order for
group goals to be accomplished. The leader can give rewards to his followers in the form of
praise or pay increase or promotion for accomplishment of the group goal or task. This has
positive impact on attitudes, satisfaction and performance of the followers. In return, they
respect the leader and give due regard for his status and esteem and believe in his heightened
influence. As you are already aware, that a leader emphasises initiating structure when
followers do not perform very well. He increases his emphasis on consideration when the
followers do a good job. In return, the perception of his followers of his being an effective
leader increases. Hence the leader and the followers mutually affect each other.
Social Learning Theories
This theory by Bandura (1977) states that there is a continuous reciprocal interaction between
person, environment and behaviour as shown in Figure I.

Person and environment function in conjunction with the behaviour itself and reciprocally
interact to determine behaviour. A person, through his actions, produces the environmental
conditions that affect his behaviour in a reciprocal fashion. The experience generated by
behaviour also partly determines what a person becomes and can do. This in turn affects his
subsequent behaviour. The theory is called social learning theory because, individuals learn in
an environment in the process of interacting with each other- which is a social process. You
will appreciate the application of this theory in understanding the behaviour of a leader and the
continuous reciprocal interaction between the person (leader's cognitions) and environment
(including subordinates and their needs, experiences, objectives in the organisation, abilities,
skills, energy performance, etc. known as contingencies that, regulate their behaviour). Thus,
a social learning approach to leadership can be shown in Figure II.
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The three aspects of this theory of leadership assume that the leader knows how his behaviour
is controlled by various needs, situations and experiences that he undergoes. The leader works
with the subordinates to discover what those needs situations and experience. The leader and
the subordinates jointly attempt to discover ways in which they can manage their individual
behaviour to produce mutually satisfying as well as organisationally productive outcomes. In
this approach, the leader and the subordinates have a negotiable and interactive relationship.
They are' continuously aware of how they can modify or influence each other's behaviour by
giving the rewards or holding back the performance respectively.
Managerial Grid Theory
Leaders can be oriented towards both tasks and persons. This theory by Blake and Mouton
(1978) has a popular application of both task and person orientation. According to this theory
leaders are most effective when they achieve a high and balanced concern for people and for
tasks. Each leader can be rated somewhere along each of the axes from 1 to 9 depending on his
orientation as shown in Figure III.
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Although there can be 81 possible combinations you should try to understand the 5 types that
are shown in the diagram. These will give you a basic understanding of the theory, on which
you can base your other combinations.
1.

2.

3.

4.

5.

The (9, 1) leader is primarily concerned about the task or production. He is concerned
with his responsibility to see that the work is completed. He is called a Task-Management
leader.
The (1, 9) leader is primarily concerned for people and only incidentally concerned with
production. The leader's major responsibility is to establish harmonious relationships
among subordinates and to provide a secure and pleasant work atmosphere. He is called
as Country Club Management leader.
The (1,1) leader is concerned with neither production nor people. He tries to stay out of
the way and not become involved in the conflict between the necessity for production
and the attainment of good working relationship. He is called as Impoverish Management
leader.
The (5,5) leader reflects a middle ground position and is called as Middle of the Road
Management leader. He seeks to compromise between high production and employee
satisfaction.
The (9,9) leader is extremely concerned about the task and also the people. He is
concerned to see that the work accomplishment is from committed people;
interdependence through a 'common stake' in organisation; purpose leads to relationship
of trust and respect. He is called a Team Management leader.

Activity B
Read the following statements/examples and mark for yourself, the ones that are applicable to
you -as a leader of the group.
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Contingency Theory of Leadership
Regarding this theory Fiedler (1967) states that a leader may become effective if the situation
is favourable in three ways. These are: good leader-member relations showing acceptance of
the leader by the group; details of the task spelled out to the leader's position; and a great deal
of authority and power is formally attributed to the leader's position. With these three
favourable situations and his style of functioning, a leader will be effective.
When the situation is very favourable or very unfavourable to the leader, the task oriented
leader is effective. When the situation is moderately favourable to the leader the person oriented
leader is effective.
Example (of moderately
favourable situation to
person-oriented leader)

A leader with good interpersonal relationships
may be developing a new policy that will have
great impact on the work group. The situation is
relatively vague but moderately favourable.
The task is not very well defined and the leader-member
relation is good. The leader is likely to be effective as he would
like to consult the members and consider their
thoughts and ideas. When the new policy gets
approved, the situation becomes more favourable to him.

Path-goal Leadership Theory
This theory by House (1971) states that the leader smooths out the path towards goals and
provides rewards for achieving them.
As a leader, you should understand the needs of the people and their desire to work or behave
in a way that accomplishes goals that satisfy those needs. This theory is based on a situation of
the above kind. If you know the need of the person and his desire to work and he is able to
accomplish the work, you can reward him to make him feel happy and satisfied.
In essence, you are doing three things: One, you are motivating the members of the group by
clarifying the path to personal rewards that result from attaining work goals. You have thus
`fixed' him on the job and made him see that his performance can lead to positive or negative
rewards. Two, you have already made the path-goal clear to the member and also told him
about what the job requires. You need not say too many things about the job to him as this may
decrease his interest in the work and deter his performance. Three, you must offer the reward
to the member of the group who actually accomplishes the task. Your reward may be a praise
or increase in the pay or promotion of the member to a higher position. Your judgment about
the desirability of the member to a higher position is crucial. Your judgment about the
desirability of the member's effort and the goal helps you to decide whether a reward can be
given.
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It is very important for the leader to know every member as a person, in order to use a style to
get the best out of the member. For example, a task-oriented leader is preferred by a highly
achievement-oriented member, whereas a person-oriented leader is preferred by a person who
needs a good deal of affiliation with others. Similarly, it does good for the leader to know each
situation to adjust his style of functioning for better results. With a clear task on hand, members
feel satisfied if the leader is supporting them. They may not show a lot of output, but they are
satisfied. On the other hand, with a less clear or more vague task on hand, member show more
output, if the leader directs them to work better. The member in this situation may not be very
satisfied.
In most of the Indian work settings, it is usually observed that members are quite dependent on
the leader or the superior. They also are quite conscious of their status, but have very little
commitment to work. Singh (1980) suggests that the leader who is task-oriented and nurtures
the dependence of members on him is most effective in dealing with such members. He or she
can get the work done in his nurturant task style from the members of his group. To a great
extent, he knows characteristics of the members' work group, that he or she utilises in making
the leadership style effective and getting the work done.
From the above discussions, it is clear that a leader is a person who has ability to persuade
others to get the work done. You must have seen a person having the title of a leader. He may
be very popular, but map not have the ability of leadership. Many leaders try to become popular
by agreeing with everyone, thus avoiding any kind of conflict. Their influence on the
subordinate or members of the work group may not be very lasting. There are leaders, who by
virtue of their ability to exercise authority and power show better influence on members. It is
therefore necessary for you to understand the authority of a leader and his sources of power,
which help him to exercise influence on the subordinates.
15.4 LEADERSHIP AND INFLUENCE PROCESS
Authority is the right to command and extract obedience from others. It comes from
organisation and it allows the leader to use power. Power is the ability to exercise influence or
control over others.
In the functioning of a leader the ability to guide the action of others is achieved through his
authority. Carrying out of these decisions is accomplished because of the power of the leader.
You will see the relationship between the authority and power of a leader as we go further to
understand various types of power.
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15.5 TYPES OF POWER
Legitimate Power
This power comes to the leader when the organisation's authority is accepted. It comes from
the rules of the organisation. For example, parents, teachers, mana, ers, police, etc. have
legitimate power only when their authority is accepted in the positions they hold.
Expert Power
This is the power of knowledge and skill of special kind that are important in getting the job
done. A person's professional competence or knowledge gives him the expert power. His
credibility increases. He can lead other persons to trust his judgments and decisions, as an
expert like a physicist or a lawyer or a chemist or a computer programmer or a purchasing
agent or a financial analyst. A leader himself may not be an expert in all fields, but he can
certainly take the help of experts in particular fields.
Charismatic Power
This is the power of attraction or devotion, the desire of one person to admire another. A
subordinate feels a positive attraction towards a leader by identifying himself with the leader,
or gets influenced by the leader's attractive power. This power helps the subordinate to
understand and value the leader so much that he understands and acts according to the
expectations of the boss or the leader. It helps him to act as his own boss, and behave in ways
he thinks the boss will want.
Reward Power
This power is the present or potential ability to reward for worthy behaviour. The superior or
the leader has the power to give tangible rewards such as promotion, office space, time off from
work, attractive work assignments and help to the subordinate. Also phychological rewards
like praise, appreciation, approval and recognition can be given by the leader or the superior to
the subordinate. The subordinate has to believe that he has access to higher authorities,
therefore he can give rewards. This reward power of the leader can also increase the leader's
charismatic and legitimate power.
Coercive Power
This is the ability to threaten or punish. The leader can give tangible punishments like
dismissal, demotion, low rating, less satisfying work assignments, etc. Psychological
punishments include criticism, avoidance, disapproval, satirical remarks on the subordinate.
The reward power helps to avoid something undesirable. Self-esteem of the subordinate
increases because of reward power and decreases because of punishment or coercive power.
Even a subordinate may withdraw or break the rules or become hostile. He may not feel
attracted towards the charismatic power of the leader and at times may ignore the leader's
legitimate power. Having seen the reasons for differences between the authority and power of
the leader, you should know the type of leaders as understood on the basis of their authority
and power.
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18.6 TYPES OF LEADER AND POWER CONCEPT
Formal Leader
A formal leader is selected by the organisation. For example, a manager is a formal leader by
virtue of the authority coming from the organisation. He influences others to help accomplish
the goals of the organisation or unit. Such a leadership lasts over a long period of time.
Informal Leader
An informal leader is chosen by the group. Thus, all managers are leaders if their authority is
accepted, but not all leaders are managers. Informal leadership is leadership without position
and may shift from one person to another. It may last for a brief time. Most people are leaders
at one time or the other and they can have influence on others as defined by the concept of
leadership itself.
The ideal leader is the one who can combine the formal and informal leadership simultaneously
within himself.
18.7 SUCCESSFUL VERSUS EFFECTIVE LEADER
As we have seen in the preceding discussions, leadership is the activity of influencing people
to strive willingly for group objectives. It is the ability to persuade others to get something
done. So, the leader attempts to have some effect on the behaviour of another, which we call
attempted leadership. The response to this attempt may or may not be successful. A basic
responsibility of managers in any work organization is. to get the work done with and through
people. The success of managers is measured by the output or productivity of the group they
lead. Therefore, we should clearly distinguish between successful versus effective leader.

In the above figure, A's attempt to influence B to do a certain job can be judged successful or
unsuccessful. B does the job for the reason that A has position of power and he controls the
reward and punishment, then A's attempted leadership is successful.
A's style of leadership may not be compatible with B's expectation and B is made hostile
towards A and does the job only because of A's position power; then we can say A has been
successful, but not effective. B does the job because A can punish him for not doing it or reward
him for doing it. B's own needs are not being accomplished by satisfying the goals of A (the
leader) for the organisation.
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On the other hand, A's attempted leadership leads to a successful response and B does the job
because he wants to do it and finds it rewarding, then we may say, A has both position power
as well as personal power. B respects A, B is consistent with ' some personal goals and B sees
personal goals as being accomplished by the job he does for A. We can then say A's leadership
is effective.
We should try to understand the difference between success and effectiveness. Success has to
do with how the individual or the group behaves. Effectiveness describes the internal state or
predisposition of an individual or a group and is thus attitudinal in nature.
You may have noticed that individuals who are interested in success tend to emphasise their
position power. They use close supervision of the work of their associates. If they have to be
effective, they have to use their personal power as well as their general supervision.
Examples of successful and effective individuals can be noticed if one understands the
underlying acceptance of the superior by the subordinate. In the examination hall, a certain
kind of teachers fear that if they leave the hall for a while the students will indulge in copying
and exchanging notes. There are yet another kind of teachers who leave the examination hall,
but the students never behave differently.
Let us work at family level which is a less formal organisation. Parents can be successful and
effective by using their position and personal power. The children easily accept the goals of
the family as their own. Parents who use position power and a closer supervision, are likely to
face a kind of revolt or disobeying attitude among their children not accepting the goals set by
the parents for the family. With the absence of the parents, the whole house becomes topsyturvy. This can never happen in 'a family where parents create a good deal of trust between
them and the children by exercising their personal power of love and discipline. The children
in the absence of parents do not behave differently than if their parents were there.
Leaders are successful, but ineffective when they have a short-run influence over the behaviour
of others. They must try to be both successful and effective to have long term influence for
leading others towards productivity and developing the organisation as a whole. The most
important conclusion from the above discussion is that the managers must understand their own
abilities and their impact on others.
Activity C
Interview several people asking them to describe situations where someone's attempt to
influence them was successful or unsuccessful
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
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18.8 SUMMARY
In this unit you have been exposed to leadership as a process of influence on others to work
willingly for group objectives. You have also come across different leadership styles, such as
Human relations style, theory X and Y styles, Authoritarian, Democratic and Laissez-faire
style, Employee-orientation and Production orientation styles, Consideration and Initiating
Structure styles and Scientific Managerial styles. Styles have been related to various theories
of leadership such as Trait theory, Group and Exchange theory, Social Learning theory,
Managerial Grid theory, Contingency Theory and Path-goal theory.
In the context of leadership and influence process, a distinction was drawn between authority
and power. Five types of power such as legitimate power, reward power, expert power,
charismatic power, and coercive power were explained. Based on the types of power, we
discussed two types of leader formal and informal. We also attempted to distinguish between
a successful and an effective leader.
18.9 SELF-ASSESSMENT TEST
1.
2.
3.
4.

What are the various ways in which you influence your colleagues and subordinates?
To what extent various theories of leadership are likely to influence your leadership
styles.
Discuss the various types of power. Relate the concept of power to the types of
leadership. Who is an ideal leader?
Is there any difference between a successful and an effective leader? Discuss.

18.10 KEY WORDS
Authoritarian Style: The assumption that the power of leaders is derived from the position
they occupy and that people are innately lazy and unreliable.
Consideration: A leader's acts which imply supportive concern for the followers in a group.
Contingency Theory: A theory that considers an organisation's objectives, environment and
leadership skills, as interacting and affecting the effectiveness of a leader.
Democratic Style: The assumption that the power of leaders is granted by the group they are
to lead and that people can be basically self-directed and creative at work, if properly
motivated.
Employee Orientation: Stresses the relationship aspect of the job.
Group and Exchange Theories of Leadership: These theories state that the leader provides
more benefits and rewards than burdens or costs for followers who help him achieve the goal
of the organisation.
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Hawthorne Effect: When worker's behaviour changes and productivity increases because the
workers become aware of their importance.
Human Relation Style: Follows from the work of Elton Mayo and his associates to find the
best technological methods to improve output by studying human relations at interpersonal
level.
Initiating Structure: Reflects the extent to which individuals are likely to define and structure
their roles and those of their subordinates towards goal attainment.
Laissez-faire Style: This style of a leader permits the members of the group to do whatever
they want to do. No policies or procedures are established.
Leadership: The ability to influence the behaviour of others. The task is to help the group
reach both organisational and personal goals.
Managerial Grid Theory: The theory suggests that each manager must be concerned about
both production (structure) and people (consideration).
Path-goal Theory: This theory defines the relationship between leader behaviour,
subordinate's work attitudes and performance as situational. The essential ingredient of this
theory is that the leader smoothes out the path to work goals and provides rewards for achieving
them.
Production Orientation: Stresses the production and the technical aspects of the job.
Employees are seen as tools to accomplish the goals of the organisation.
Style Scientific Manager: This style of the leader focuses on the needs of the organisation and
not on the needs of the individual.
Social Learning Theory: The theory deals with continuous, reciprocal interaction among the
leader (including his cognition) the environment (including subordinates/followers and other
variables) and the behaviour itself.
Theory X, Theory Y: McGregor's theory that behind every management decision, there is a
set of assumptions that a manager makes about human behaviour. The theory X manager
assumes that people are lazy, dislike work, want no responsibility and prefer to be closely
directed. The theory Y manager assumes that people seek responsibility, like to work and are
committed to doing good work if rewards are received for achievement.
Trait Theory; This theory attempts to specify which personal characteristics (physical,
personality) are associated with leadership success. Trait-theory relies on research that relates
various traits to success criteria of a leader.
Authority: The legitimate right to use assigned resources to accomplish a delegated task or
objective, the right to give orders and to extract obedience.
Charismatic Power: This power is based on followers' identification with a leader. The leader
is admired because of one or more personal traits. Followers can be influenced because of this
admiration.
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Coercive Power: The power of a leader that is derived from fear. The follower perceives the
leader as a person who can punish deviant behaviour and action. Expert Power: An individual
with this type of power has some technical expertise, skill or knowledge which is important in
getting the job done.
Formal Leadership: A manager is a formal leader by virtue of authority coming from the
organisation that a formal leader is usually selected by the organisation.
Informal Leadership: An informal leader is chosen by an individual or a group.
Legitimate Power: The power comes when the organisation's authority is accepted. It is power
that stems from implicit or explicit rules.
Power: Ability to exercise influence or control over others.
Reward Power: The present or potential ability to give some reward for worthy behaviour.
Situational Management: Skill in changing the style demands of one or more situational
elements so that managerial effectiveness increases.
Situational Manipulation: Changing the style demands of one or more situational elements
so that personal effectiveness increases.
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UNIT 19 GROUP DYNAMICS
Objectives
This unit aims at developing your understanding of the Group Dynamics in work organisations.
To be more specific it will familiarise you with the
•
concept of group and group dynamics
•
bases of group formation
•
theories of group formation
•
needs groups offer to satisfy
•
types of groups
•
management of formal and informal groups especially with reference to committee
organizations
•
ways by which one could become an effective member of a group
Structure
19.1 Introduction
19.2 Group Dynamics
19.3 What is a Group?
19.4 The Dynamics of Group Formation
19.5 Group Roles
19.6 Implications of Formal and Informal Groups for Management
19.7 Summary
19.8 Self-assessment Test
19.9 Key Words
19.10 Further Readings
19.1 INTRODUCTION
Your main aim apparently is to understand why do individuals form groups. Let us ask you
some questions: How old were you when you first joined a group? How many different groups
do you belong to? How would you identify a group leader? Does your behaviour change when
you are with different groups? Have you ever led a group? In what sense were you the leader?
What were the results?
If on your own you start answering these questions, you will find that understanding group
behaviour and the properties of groups are essential to being both a good manager and an
effective member of groups. In some of the preceding units of lessons in this course, you must
have by now become familiar with the manager's functions related to groups. For example, a
manager spends half of his time in some formal or informal meetings, where a group of people
get together to solve problems or make plans. So, the manager himself acts as a member of a
group with other managers or colleagues.
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In unit 18, you have come across the Hawthorne studies. These studies demonstrated that
groups have a powerful effect on human behaviour. Any, increase in output of those workers
in the Hawthorne studies was because of the importance and attention given to the group of
workers by the researchers as well as their own interactions with each other about the quality
and quantity of output they were supposed to produce. In unit 17, you have come across the
fact that people are motivated to act in a certain way in a given situation and one should change
the situation in order to make the people act the way one wants them to.
There are also many examples where the manager decides to take a decision on his own or to
rely on groups by holding meetings or making committees. In Management, small groups with
which he interacts are very important for a manager. It may consist of his peers or colleagues,
other managers, specialists or others who really help the manager to take an effective decision.
You might have also come across instances of well-knit and cohesive groups, which really
make a superior performance under a good leader. For all these purposes you must try to gain
understanding of how to manage a group and how to become a more effective group member.
In order to develop the above two objectives, you must always keep in mind that a group is
part of a larger organisation with which it interacts. It is in this context that we talk of group
dynamics. So, we must understand the meaning of Group Dynamics before we talk about the
dynamics of group formation.
19.2 GROUP DYNAMICS
Group Dynamics is concerned with the interactions and forces among group members in a
social situation. In the context of this course on Management Functions and Behaviour, it is
important to understand dynamics of members of formal or informal groups in the organisation.
In the 1930s Kurt Lewin popularised the term, Group Dynamics to mean interaction of forces
among group members in a social situation. You are already familiar in unit 1S with the three
styles of leadership, i.e. Authoritarian, Democratic and Laissez-faire, which Lewin (1939) and
his associates have developed by creating three different social situations for the three styles of
leadership. In course of time, various meanings were attached to the term `group dynamics'
(Kelly 1974). One of the meanings suggests how a group should be organised and conducted.
In democratic leadership, member participation and overall cooperation are emphasised.
Another meaning of Group Dynamics is that it is a set of techniques. In various group exercises
it tries to make the leader as well as the member effective. An attempt is made to make the
above members play their roles in a management situation of group discussions, team building,
finding out various solutions to problems by brainstorming and understanding ourselves in
relation to others while we transact or interact with others. Such exercises are also provided in
situations where only members are present and no leader exists to direct or control the group.
All these exercises are techniques to develop both the individual as well as the organisation in
which he or she works.
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The last meaning of the term Group Dynamics is closest to Lewin's use of the term suggesting
internal nature of the groups as to how they are formed, what their structures and processes are,
how they function and affect individual members, other groups and the organisation. In this
unit, our main attention will be focused on the third meaning of the term. You will appreciate
therefore the plan here to start with defining a group and then consider the dynamics of group
formation.
19.3 WHAT IS A GROUP?
A group is any number of people who:
•
have a common purpose or objective
•
interact with each other to accomplish their objective
•
are aware of one another
•
perceive themselves to be part of the group
This is the way Huse and Bowditch (1977) defined a group. You were asked at the beginning
as to how many different groups you belong to. You may see, from the above definition that
throughout our lives, we belong to many different groups. Families are groups, a cricket team
is a group, a club is a group, drama and music organisations are all groups. You can thus apply
the concept of group to various examples of religion, politics, consumer, sports, etc. as the case
may be. In management, we primarily talk of groups at work. In most organisations, getting
the work done requires group efforts. Thus, a manager must know how to manage an individual
by knowing the individual dynamics, such as his values, personality, perceptions and attitudes
as discussed earlier. Also, a manager must know how to manage a group by understanding
Group Dynamics.
At this point, the number of people as contained in the definition of the group should not be
taken too literally. At some point, the number of people may become too large to fit the rest of
the definition. For example, all the people of India cannot interact with each other. Also, each
group has a common objective, but the members who belong to it may have other personal
objectives. For example, a life insurance agent may like to become a member of a parentteacher association of a school to help promote the development process of its students. But
belonging to that association will also help him to increase his or her contact to ensure more
and more people, so he gets more commission for as many members as he can sell the insurance
to.
What is most important in the content of the definition of a group is to be aware of each other
in a group. This awareness is seldom there, when we look at an aggregation of people. They
are mere collections, different from what we call a group, where members see themselves as
belonging to a group in order to interact and achieve the common objectives of the group.
Moreover, such kind of interaction may be over a long or a short period of time. In waiting for
a bus, passengers make a queue. All of them have a common purpose, that is, to enter the bus
after buying tickets. We cannot call them a group, although they have a common purpose.
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Suddenly a person breaks the queue to go ahead. All others get together to prevent that person
from gatecrashing and getting his ticket ahead of those standing in the queue before him. At
that moment, a group is formed. Perhaps, after controlling that person from getting a ticket out
of turn, the others keep continuing to talk to each other but the common purpose of keeping the
queue breaker out vanishes. The group disappears and the number of people become an
aggregation or a collection.
19.4 THE DYNAMICS OF GROUP FORMATION
From the above example, it becomes imperative that you should understand why people do
form into groups. Some people believe that it is because of propinquity or affiliating with one
another that individuals form into groups. In a room people sitting nearer to each other more
easily make a group than people sitting at opposite ends of a room. This kind of affiliation of
people with each other is due to spatial nearness or geographical nearness. But it does not help
us to understand some of the complexities of group formation which are more than mere
affiliations due to physical or geographical nearness. It will do you good to know some major
theories of group formation in brief.
Theories of Group Formation
i) Homans (1950) explained the basis of group formation in terms of activities, interaction and
sentiments of people. These three elements are directly related to each other. In the above
example of controlling a queue breaker in the line the required activities are the assigned
tasks at which people work. All others knew their turn and how to exercise it especially,
with a sudden change of then created by the queue breaker. The required interaction takes
place when any one person's activity follows or is influenced by the activity of another. In
this example the person whose turn was dislocated by the queue breaker influences all
others' activities. As soon as he pushes out the person (the queue breaker) or tells him not to
do it, all others follow him. Hence required interaction may be verbal (telling him not to
break the queue) or non-verbal (pushing him out of the queue). One can see the activities
and the interactions.
But as sentiments are the feelings or attitudes of a person towards others, his likes or dislikes,
approval or disapproval, can only be inferred from the behaviour. After the activity of
throwing out the queue breaker changed, the interactions also change. In the above example,
people talk to each other in a very informal way after they succeeded in throwing out the
queue breaker. These informal interactions known as emergent interactions change the
activities into informal or emergent activities such as people reorganising their queue and
ensuring that no other intruder comes in out of turn, etc. All these activities emerge because
of the sentiments or feelings of the people.
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You will notice that the more activities the people share, the more numerous will be their
interactions and the stronger will be their mutual sentiments. Therefore, in turn, with more
interactions among persons, the more will be their shared activities and sentiments. Again
in turn the more sentiments the persons have for one another, the more will be their shared
activities and interactions. Homan's theory therefore explains the formation of groups on the
basis of people's interaction with each other. People are not only physically together, but
they also solve problems, attain goals, facilitate coordination, reduce tension and achieve a
balance. In an organisation the participants interact with each other in this manner and tend
to form into powerful groups.
ii) Newcomb (1961) states a theory known as balance theory of group formation which explains
group formation on the basis of attraction of persons towards each other as they have similar
attitudes towards common objects or goals. For example, person A and B will interact and form
a relationship because of their common attitudes and values towards C.
Figure I: A Balance Theory of group formation
Common attitudes and values
Politics
Religion
Literature Work
Aesthetics Authority Marriage
If A and B form a relationship or a group, they will strive to maintain a symmetrical balance
between the attraction and the common attitudes and values, whenever this relationship
between A and B becomes unbalanced, both them will try to restore the balance. If the balance
cannot be restored, then their relationship is dissolved, both affiliation and interaction play a
significant role in balance theory.
(iii) Thaibaut and Kelley (1959) talk of another theory of group formation, stating the outcome
of interaction as the basis of group formation. The outcome of a relationship should be
rewarding in order to have attraction or affiliation among the persons or members of a group.
The persons derive personal and social satisfaction from having interactions with each other.
If they incur anxiety or frustration or embarrassment or fatigue in such interactions, then that
interaction becomes a cost for them rather than a reward. Thaibaut and Kelley's theory of group
formation is known as exchange theory of reward and cost outcomes. You will appreciate that
there are affiliation, interaction and common attitudes-all playing roles in the exchange theory.
Activity A
Think of a group with which you have been familiar with over a period of time. Explain the
relationships among its activities, interactions and sentiments.
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
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What do Groups Offer to Individuals?
For individuals, there are some very practical reasons to join a group or forming a group. If
you are hungry, you can satisfy your need for food by eating. This need for food involves others
too. You need money to buy food, but in order to have money you must work for it or have
someone give it to you. Very few people can live alone or in isolation, like Robinson Crusoe.
But most of us can satisfy our needs only with or through other people. Let us see what some
of the needs are that groups help us to satisfy.
i)
Safety and security needs
Do you remember, the very first question asking you as to how old you were when you first
joined a group? The answer is, perhaps you joined in a group in your pre-school years in a
nursery class room. You learned to protect yourself by being in a group. A newborn baby has
to be protected from a hostile world and therefore he or she belongs to a group by depending
on it for its security and comfort. In the nursery class, a teacher asks the small kids who broke
the toy and seldom gets an answer. All the kids keep quiet. Although young, they protect their
members by not disclosing anybody's name or pointing out at any one in a group. A teenager
at the adolescent stage derives social support from his group when he or she strives for
individual independence in taking decisions and actions. You may like to appreciate how group
is a source of support to an individual in an organisation. Workers become members of a union
and thus feel more secure to be with the group.
Even in emergency activities of putting off fire, the fire fighters depend on each other for
protection; similarly, coal miners depend heavily on each other for protection. These are cases
where individuals doing hazardous jobs as above derive physiological and psychological
support from the groups. They need to be physically together even if they know that this may
increase their collective danger. This helps them to be more confident and able to perform well,
less fearful and more responsible to carry out their duties.
ii)
Relatedness or belongingness needs
You might have noticed many persons in your working life, who are very isolated or who prefer
to be absent from work most of the times or an organisation having high turnover of employees
or frequent change of employees. Studies show, such phenomena occur where people are
unable to belong to groups. This is because of the fact that all of us are social beings, and
belonging to or relating to groups satisfies a number of social needs. We get emotional support
from a group, which is particularly helpful at times of stress. In normal situations, as is seen in
Hawthorne studies, affiliation to a group has a major influence on human behaviour in
organisations. When we are isolated from human communication and companionship, we
simply lose touch with reality.
iii)
Esteem and growth needs
When you do a piece of work, you get a praise from others. This gives how a sense of
recognition which fulfils your esteem need (being recognised) and also brings a sense of
fulfilment of your need for growth towards further achievement of good work and career
prospects.
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Activity B
In one of the units of an organisation there are six trainers of technicians, three clerk-typists
and seven trainers associated with developing training materials. The unit has a change of its
head and he restructures the unit by placing all of them in separate offices, effectively breaking
up the group.
Q: Which was the need that really remained unsatisfied by this restructuring?
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
…………………………………………………………………………………………………..
We should now make ourselves familiar with many kinds of groups and many different ways
to classify them. In the present management course, we should concentrate on both formal and
informal groups existing in organisations. We shall talk of other groups, but in brief.
Types of Groups
i. Formal Groups
These groups are established by the organisation to accomplish specific tasks. According to
Cartwright and Zander (1974) these groups include command groups which consist of
managers and their direct subordinates; and committees and task forces which are created to
carry out specific organisational assignments or activities. Example: In an educational
institution there are three broad formal groups of teachers, students and administration. In the
command group, the top administrator or principal or head of the institution has Heads of
Departments of different disciplines as his direct subordinates. Various committees to look at
academic activities of teaching and research are made to carry out the assignments of the
organisations. Various task forces are set to carry out specific activities such as selecting
students, making of a curriculum; developing teaching and evaluation methods, moderating
performance, etc. in each department for a specific discipline or course. The example can be
extended to student groups of various levels and disciplines, having their command groups,
committees and task force as well as administrative staff of various levels and categories (such
as academic, accounts, audit, sports, etc.).
In all cases, command groups and committees continue to exist whereas task forces are usually
established to solve a particular problem. They are disbanded after the work is done. The idea
of task force is more applicable to manufacturing or service organisations rather than research
institutions. In the latter kind of organisations, task forces consist of managers, technical
experts from research, development, marketing, production and purchasing departments, to
make sure that each new product passes through smoothly from the idea stage through the
production stage and into market.
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ii. Informal Groups
These groups are formed within the structure of the organisation but by the members
themselves rather than by the organisation. Sometimes they do not have the approval of the
management. Basically, informal groups are formed to satisfy social needs on the job.
Sometimes they are formed to perform a task better, sometimes they are formed to hold
production at a certain level. In a rigid system of organisation, these informal groups meet
fairly regularly to cut short the rigid bureaucratic practices of the management.
iii. Primary Groups
Cooley (1911) defined and analysed primary groups as those characterised by intimate, faceto-face association and cooperation. They are primary in several senses, but chiefly in that they
are fundamental in forming the social nature and ideals of the individuals.
Example of primary group is family and the peer group. Many people use the term small group
interchangeably with primary group. But the small group only meets the criterion of small size
for face-to-face interaction and communication to occur. In addition to being small primary
group must have a feeling of comradeship, loyalty and a common sense of values among all its
members. Thus, all primary groups are small groups but riot all small groups are primary.
The logic of primary group is extended to work groups in Hawthorne studies. These work
groups have primary group qualities which tremendously influence individual behaviour
irrespective of contact or environmental conditions.
iv. Membership Groups
These are the ones to which the individual actually belongs. Examples: clubs, cooperative
societies, workers unions, etc.
v. Reference Groups
These are the ones with which an individual identifies or to which he would like to belong.
Examples: socially or professionally prestigious groups with which the individual would like
to, belong.
vi. The In-groups
The in-groups represent a clustering of individuals holding prevailing values in a society or at
least having a dominant place in social functioning. Examples: Member of a team, family
members.
vii. The Out-groups
The out-groups are the conglomerates looked upon as subordinate or marginal in the future,
Examples: street performers for an office worker, a hawker for a surgeon. Whenever there is a
win-lose situation in a competitive task, members of win or lose group show tremendous ingroup feelings within themselves. Their group, in relation to the other group, is also called an
out-group.
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Activity C
You are by now familiar with some major theories of group formation. Identify the theoretical
bases of various groups by putting a (V) tick mark on the appropriate theory against the type
of group.
Type of group
Theoretical basis
Interest groups
Interaction/reward-cost
Formed on informal basis
Interaction/reward-cost/balance on the basis
of similar attitudes and values
19.5 GROUP ROLE
Shakespeare said, "All the world's a stage, and all the men and women merely players." Using
the same metaphor, all group members are actors, each playing a role. By this term, we mean
a set of expected behaviour patterns attributed to someone occupying a given position in a
social unit. The understanding of role behaviour would be dramatically simplified if each of us
chose one role and "played it out" regularly and consistently. We are required to play a number
of diverse roles, both on and off our jobs. As we shall see, one of the tasks in understanding
behaviour' is grasping the role that a person is currently playing.
For example, on his job, Mr. `X' is a plant manager with Electrical Industries, a large electrical
equipment manufacturer. He has a number of roles to fulfil on that job, for instance, Electrical
Industries employee, member of middle management, electrical engineer and the primary
company spokesman in the community. Off the job, he finds himself playing still more roles:
husband, father, Rotarian, tennis player, number of the Thunderbird country club and president
of homeowner's association. Many of these roles are compatible, while some create conflicts
e.g., how does his religious involvement influence his managerial decisions regarding layoffs,
expense account padding, or providing accurate information to Government agencies. Thus,
we are all required to play a number of roles and our behaviour varies with the role we are
playing.
Role Identity and Perception
There are certain attitudes and actual behaviours consistent with a role and they create the role
identity. People have the ability to shift roles rapidly when they recognise that the situation and
its demands clearly require major changes. For example, when union stewards were promoted
to foremen positions, it was found that their attitudes changed from pro-union to promanagement within a few months of their promotion. When these promotions had to be later
rescinded because of economic difficulties in the firm, it was found that the demoted foremen
had once again adopted their pro-union attitudes.
When the situation is more vague and the role one has to play is less clear, people often revert
to old identities. In spite of the fact that some of the former losers were now winners by society's
standards, they found it very difficult to deal with the winners', role when placed in an
environment in which they had always been losers. With the role requirements ill-defined,
identities became clouded, and individuals reverted back to old patterns of behaviour.
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One's own view of how one is supposed to act in a given situation is a role perception Based
on an interpretation of how we believe we are supposed to behave, we engage in certain types
of behaviour. Where do we get these perceptions? One author suggests that we all learn roles
from such media as movies, books and television and from friends. If this is true, we might
propose that many persons may have formed their role identities perceiving their favourite
character. Of course, the primary reason apprenticeship programmes exist in many trades and
professions is to allow individuals to watch .an "expert" so they can learn to act as they are
supposed to.
Role Expectations and Conflict
Role expectations are defined as how others believe you should act in a given situation. How
you behave is determined, to a large part, by the role defined in the context in which you are
acting. The role of a Parliament Member is viewed as havin propriety and dignity, whereas a
football coach is seen as aggressive, dynamic and inspiring to his players. When role
expectations are concentrated into generalized categories, we have role stereotypes. During last
decades we have seen a major change in the general population's role stereotypes of females.
In 1950, a woman's role was to stay home, take care of the house, bring up children, and
generally care f - her husband. Today, most of us no longer hold this stereotype. Girls can
aspire to be doctors, lawyers, managers and astronauts as well the more traditional activities of
nurse, school teachers, secretary or housewife. In other words, many of us have changed our
role expectations of women and, similarly many women carry new role perceptions.
In the work place, it can be helpful to look at the role expectations through the perspective of
the psychological contract, an unwritten agreement, existing between employee and the
employer. It sets out mutual expectations-what management expects from workers and vice
versa. In effect, this contract defines the behavioural expectations that go with every role:
Management is expected to treat employees justly, provide acceptable working conditions,
clearly communicate what is a fair day's work and give feedback on how well the employee is
doing. In turn employees are expected to respond by demonstrating a good attitude, following
directions, and showing loyalty to the organisation.
When an individual is confronted by divergent role expectations, the result is role conflict. It
exists when an individual finds that compliance with one role requirement may make more
difficult the compliance with another. At the extreme it would include situations where two or
more role expectations are mutually contradictory.
The issues of ethics in business demonstrates a well-publicised area of role conflict among
corporate executives. A recent study found that 57 per cent of Harvard Business Review readers
had experienced the dilemma of having to choose between what was profitable for their firms
and what was ethical.
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Spatial Influences on Role
Research evidence indicates that the way individuals position themselves within a group, that
is, the spatial arrangement that they voluntarily develop, is far from random.
Spatial factors can also determine who within a group will be chosen or accepted for a
leadership role. When one wants to take on the role of adversary pr to emphasise superiorsubordinate relationships, it is natural to place a barrier between himself and others to identify
a we-they distinction.
This may more readily be illustrated by comparing a traditional classroom situation, where the
instructor stands in front of the class before a podium, with the students in clearly established
neat rows and columns, and a less structured situation with the chairs geographically dispersed
about in a circle and the instructor taking one of the seats in the circle. The latter positioning
can be expected to increase group interaction, reduce the feeling of superior-subordinate
interaction, and place the instructor on more equal footing with the students.
19.6 IMPLICATIONS OF FORMAL AND INFORMAL
GROUPS FOR MANAGEMENT
i)

Formal Groups: Committees

As defined earlier under section 4.3 formal groups are established by the organization to
accomplish specific tasks. These groups include command groups, committees and task forces.
I this section, we should further clarify committee organization as an important type of formally
designed group and its implication for management.
Committees are special kinds of groups which serve the following purposes in an organisation:
a) Exchanging views and information
b) Recommending action
c) Generating ideas
d) Making decisions
The size of the committee is usually kept small. It is to encourage good quality of decisions.
Communication among members is thus limited to few. With increase in the size of committee,
many members feel less willing or threatened to participate actively.
The chairperson of the committee provides directions to the committee to fulfil the objectives
of the committee. He or she should be a person of open mind and a careful listener. He or she
should allow members to voice their opinions and should not place his or her opinion above
those of others. He or she should involve everyone in the activities of the committee. He or she
should have active interest in the purpose of the committee and in the ideas of the members.
He or she should help the committee focus on the task at hand and on the progress made.
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The members of the committee should cooperate with each other to achieve the purpose of the
committee. To a great extent the image of a committee depends on the cooperation of members
with each other. They should have stronger motivation to accomplish the task. They should
have effective communication with each other. There should be more ideas generated in the
group, along with increased satisfaction and performance of the members. It is the chairperson
who should try to ensure communication, satisfaction and productivity among the members of
the committee.
With today's organisations becoming increasingly large and complex, the committee form of
organisation will, undoubtedly become more important and more widely used in future. The
modern manager must learn how his committees or teams or commissions or boards or groups
or task forces should be effectively formed and should function, no matter whether he is in a
Government or educational or religious or business organisation. In other words, this kind of
group management will become more popular as well as important in times to come.
Meetings of members in a committee may be time consuming and costly insofar as individual's
time is concerned. Committees are also criticised for not making the members responsible for
bad decisions or mistakes. Many individuals use the committee as a shield to avoid personal
responsibility for bad decisions or mistakes. In fact, all committee members as well as
chairperson should be made responsible for all decisions. It is in the interest of the committee
to differentiate between very conscientious members who voted against a wrong decision as
well as those who took a particular decision and can defend it to the end. Many decisions taken
by a committee may or may not be liked by members of the organisation who are likely to be
affected by it.
In spite of all the above shortcomings that are likely to be there, the future manager must learn
to arrive at an improved decision through the combined and integrated judgment of the
committee members. He or, she can reduce conflict in the group, facilitate coordination of
various groups in the organisation and increase commitment and motivation of members of the
organisation through participation.
Committees, which are thus the formally designated groups of the organisation, are assuming
more importance in day-to-day functioning at any organisational level. Today they are
acknowledged as significant features of group dynamics in organisational behaviour.
Activity D
Show your familiarity with any committee (finance or executive or bonus or grievance
committee) that might have been formed in your organisation to fulfil a certain objective.
1. What was the size of the committee?
2. How many times did the chairman and the members of the committee meet?
3. Did they arrive at a decision soon?
4. Was the decision implemented?
5. How did people in the organisation feel about it?
6. In what way the committee could have functioned in your opinion?
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ii) Informal Groups: Work Groups
Informal groups play a significant role in the dynamics of organisational behavior A formal
group has officially prescribed goals and relationships which an informal group does not have.
But we cannot think of these two groups as separate entities, as they coexist and they are
inseparable. Every formal organisation has informal groups and every informal organisation
eventually evolves some semblance of formal groups. An illustration will make it clear. When
an engineer designs the plans and technology for a new factory and when an architect designs
the office layout, they are also designing the social relations that will prevail in the organisation.
The formal organisation of the management determines where men will work and what
opportunities they will have to contact each other during the day.
Also, the rates of pay, work condition and other aspects of the job as decided by the
management are important too. Given these basic elements one can predict the social relations
that exist within the organisation long before the first person is employed and enters the factory.
This is because of the fact that every person is told formally where and how he or she is to
work, with whom to come in contact. Obviously, one develops friendships with the people one
most often comes across. In fact, those employees who have the greatest opportunities to make
contacts on the job make the largest number of friends. In course of time, they may be in the
best position to become leaders of the group.
Remember for yourself, who were the first person you came in contact with when you joined
your present work organisation? how frequently did you meet them? In course of time, have
you noticed that you have become a member of your work group having made contacts with
quite a number of people-trying to share your problems with them and their problems with
you? This is how a work group is formed. In course of time, you select from among various
groups you are in touch with a group which is important to you for your work, a group which
matters to you for leisure and recreation, a group which acknowledges you more for your
personal qualities. As time passes your affiliation with certain groups becomes more
meaningful and stronger.
Based on contacts and common interests such friendship groups made by employees arise out
of the life of the organisation. Once these groups have been established they develop a life of
their own, which is almost completely separate from the workprocess from which they started.
The process is dynamic and self-generating and makes the work group an organisation in itself.
Characteristics of Effective Work Groups
in managing the organisation, you have to understand how groups can be made into effective
work groups. The factors that influence the work group effectiveness are norms, cohesion and
leadership. Let us see how each one of them contributes to making the group effective to
achieve the objectives of the organisation.
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i) Group norms
When the group functions for a period of time, to attain certain objectives, it develops norms
or standards of behaviour. A norm is a rule. This tells the individual how to behave in a
particular group. An individual may be a member of a welfare group, a chess club, his family
and his work group. You may like to watch his behaviour in various groups. You will see the
different kinds of behaviour of the same individual in different groups.
You may also notice that sometimes the norm is formal and is accepted by the group that way.
For example, all members of a particular work group wear safety glasses while operating on a
particular machine. All of them would do so by accepting this norm. On the other hand, a norm
can be informal arising out of interactions and feelings of the people. All the members of a task
group decide to keep their output high by regulating their pace of work. For example, a number
of typists decide to attain a target of fifty pages of neat typing every day. So, they do it.
It is also possible that another group may like to keep its output low again because of some
emergent activities, interactions and feelings of the group. So, it is important to know what
behaviour is significant for the group which helps to develop a norm. In other words, having
high or low output is equally influenced. by what the group prescribes for its members as well
as what other activities, interactions and feelings develop among the members in course of
doing a work. So, we can say that one of the characteristics of norms is they develop behaviour
that is significant for the group.
We also find another characteristic of norms: some norms are applicable to some people only
and not to all. For example, a manager of a group behaves differently, from other members of
the group. His or her behaviour is what is expected of him or her in a given position by others.
When a new member joins the group, he or she is expected to follow the norms more closely
than the senior members.
Some norms have central importance and are accepted by everyone of the group while others
have less importance. Schein (1974) talks of pivotal and relevant group. norms. A pivotal group
norm is a norm to which every member must conform. A worker who remains absent or does
not do any work will not last long in an organisation. A relevant group norm is one which is
neither central nor absolutely essential to follow but is worthwhile and desirable. So, any norm
may be pivotal in group, but may be irrelevant to another.
Some of us conform to all the norms of the group, some of us select only pivotal norms for
acceptance, still others reject all values and norms of the group. It is usually seen that complete
conformity to norms, as in the first case and complete rejection of the norms, as in the last one,
have undesirable consequences. A complete conforming individual loses his or her ability to
influence the group. An individual who rejects all group norms is likely to be expelled from
the group. It is therefore advisable that the individual exercises his or her choice of acceptance
of the norm quite discreetly.
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It is equally important to understand that with increase in size of the group, norms are less
likely to be accepted. It is also true that more intelligent persons are less likely to conform to
norms. You may notice that, as the group increases in size, there are chances of subgroups
being formed. Hence a general norm of the total group is difficult to maintain with uniform
conformity all the time.
The last characteristic of norms is that they allow possible deviations. An individual who
deviates too far gets punished. When the union is on strike, its member attending to work is
punished by being boycotted by the group.
Ask yourself the following questions in the position of a manager.
• What have you understood about norms when you are a formal leader of a group and
when you are a member of other group?
• Have you understood what the norms of various groups are?
• Do you know which are the central norms?
• Do people conform to norms completely?
• Do people wait for their leader to speak first in a meeting?
• Do people come in time for meetings?
• Is disagreement allowed?
• Do people have a common style of clothing?
As a manager, you must also try to understand why people opt to lower their output and if need
be, you should change the situation in order to change the norm of low output. You should try
to develop trust among your members in order to be able to influence and change or modify
the norms of your group. Your effectiveness as a manager will increase with a high level of
trust between you and your group members.
ii) Group cohesiveness
This means the degree to which group members are motivated to remain within the group and
consequently behave in similar ways. A cohesive group also helps the members in their
satsifaction of needs and attainment of goals. Cohesiveness develops out of the activities,
interactions and sentiments of the people. The cohesive group acts as one man to attain its goal.
What are the factors which influence the cohesiveness?
Size of the group: With very few people in a group, you may fall short of skilled hand: to do a
good job. With a large number of people, you may find it difficult to communicate and identify
the best talent. At the same time an individual member may not be happy with his or her
interaction with the group. In the first case, there is, breakdown of the task and in the second
case reaching out of people is difficult. Quite unintentionally you may even encourage
formation of many sub-groups in a large group. Hence group cohesiveness will suffer.
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Proximity or geography of the group: Nearness or working closely together helps in group
cohesiveness. It helps face to face contact. A small isolated work group is cohesive and will
work better to attain its goals.
Outside pressure: This binds together all the members against a common enemy and thus
makes its members forget their differences. You might have observed how groups become
cohesive under outside pressures when there is (i) competition with other groups or (ii) union
management conflict or (iii) reaction against the supervisor who closely supervises the work
or (iv) lack of trust between the manager and his group or (v) even mistrust between two groups.
Accomplishing group goals
As the group becomes more cohesive the members become more motivated to accomplish its
goals and behave in similar ways. Accomplishing group goals increases the cohesion of the
group. Failing to accomplish the group goals reduces the group cohesiveness.
It is necessary to remember that it is not always desirable to have group cohesiveness, which
may result in going against the objectives of the work group. For example, workers being
highly cohesive may decide to work against the management. So, you must find out what the
harmful effects are likely to be of a cohesive group. Examples of rejection of new ideas by
cohesive group members are not uncommon. At times these members feel that they know the
best. This kind of feeling is known as `group think' where members show tremendous desire
for unanimity. A great deal of solidarity and loyalty to the group overrides the motivation of
the members to consider different courses of action logically and in a realistic manner. In
governmental administration many significant decisions are made on the basis of group think
principles which have been quite unfortunate for a large number of people.
As a manager, you must make a cohesive group to accomplish organisational goals. You have
to give information, get the resources for your members to accomplish the
task and hold frequent open meetings. O'Donnell (1961) and Filey (1970) suggest that one
should try to avoid group think by having open discussion and allowing conflicting points of
view.
Group leadership
As you have studied in unit 13, leadership is the ability to influence the behaviour of others.
Any effective work group wanting to accomplish its task gaining some sort of social
satisfaction and having some sense of contribution and growth should like to look up to a leader
to help reach these goals.
Informal leaders often emerge from the activities, interactions, sentiments of the ongoing
group. They may help the group to accomplish its task or fulfil its social goals. You will always
notice that formal task instruction comes from the supervisor, but informal help comes from
the informal leader.
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Informal leader may be lower in official status than the formal leader. But he helps the group
satisfy both personal and organisational goals. If this job is done by the formal leader, then
there will be no informal leader emerging out of the group. If the informal leader helps in
attaining the organisational goals, then he becomes task oriented like a formal leader and there
may be chances that a social leader will emerge to maintain a balance between organisational
and personal needs.
In order to be effective as a manager, you must recognise the existence of informal leaders and
work with them to develop group norms of high productivity, build more cohesion and enable
the members to have their social needs satisfied.
Managing Group Productivity
In your role as a manager you will do well to remember some useful ways to make your work
group effective. As O'Donnel (1961) suggests you must know the following to manage your
group of people towards attaining the goal.
i) Content
While having a meeting with your group members try to understand the subject matter of the
task to be performed by the committee. This will help you to see the problem clearly and solve
it to:
•
decide about the size of the commitee (having about five to fifteen members) and
include experts in the committee to solve your problem
•
distribute the agenda before the meeting is held to all the members
•
specify the timings of the meeting
•
encourage persons to present their ideas and do not encourage them to pick up the first
feasible solution to a problem. Allow them to think of various alternative solutions
•
periodically summarise the discussion and restate the current position of the committee
as to whether the committee has to finally decide on a solution or only recommend a
solution to a higher authority/advise the higher authority.
ii) Process
This involves how the content is handled or discussed by the members. Benne and Sheats
(1948) describe three effective ways to approach the group processes. One of the ways the
content is handled is by group task activities. You may initiate, orient the group to its goals,
coordinate, give and seek information about the problem.
Another way may be through the group building activities like encouraging members to
cooperate with each other. In the work, encourage people to participate, share jokes or humour
with them at times and see to it that they enjoy doing the work because of a good group
atmosphere. This is the group building activity which helps a manager to establish better group
relationship.
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Still another way the group members satisfy their needs is through-self-serving activities.
Members satisfy their needs at the cost of others. You might have noticed that more behave in
a dominating manner, more try to get attention, more behave aggressively and more withdraw
while working in the group. Persons engaged in the above activities are only serving their own
purpose or interest rather than helping the group to achieve its goal.
You must try to understand the difference between the content and process to make the group
more effective. Too much of task activity and too little of group building activity is not a good
way to make an effective work group.
Self-serving activities are signs of non-constructive satisfaction of valid personal needs and are
disruptive. They reduce the ability of the group to attain its objectives.
Many times, we overlook the fact that people can be both emotional and rational in
understanding the content and process of work. Emotions are realities that have to be taken
care of. A good manager must not neglect the group building activity as it may make group
and committee meetings ineffective. He or she should draw on the influence of the informal
group by integrating its objectives with those of formal group as well as try to keep the formal
activities from unnecessarily disrupting the informal organisation.
19.7 SUMMARY
In this unit, we have come across the input, how groups represent an important dynamic input
into organisational behaviour. Group formation, types and theories have relevance to the study
of organisation. Members in an organisation form into groups for satisfying their security,
social and esteem needs. We have also come across the concept of formal and informal groups
which are especially important in organisational functioning. We have discussed the role of the
individuals in the group, indentification, perception and various expectations of the group
members and the self from the role occupant ultimately leading to conflicts. Committees and
work groups in particular play an important role in modern organisations. Characteristics of
effective work groups, such as group norms, group cohesiveness and group leadership are
discussed and finally suggestions have been made about how to manage effective groups and
committees. Management in the future must be able to understand, and when possible, take
advantage of group dynamics, of formal and informal groups in organisations.
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19.8 SELF-ASSESSMENT TEST
Having gone through the Unit 19, you should be able to define and use the following concepts:

On the basis of the objectives listed above:
1. Identify the characteristics of effective work groups, in not more than half a page on
each characteristic.
2. State in a page, how groups can help or hinder the manager in achieving organisational
goals.
3. Suggest the process of effectively managing a group or committee. Your answer may
not exceed a page.
19.9 KEY WORDS
Command Groups: Formal groups that consist of managers and their direct subordinates.
Committee: A formal group that is created to carry out specific organisational assignments or
activities.
Content: The subject of the meeting or of the task being performed.
Emergent Activities: Informal actions beyond those required that result from changed
sentiments.
Formal Group: A unit established by the organisation to accomplish specific tasks. individuals
are usually assigned to formal tasks.
Group: Any number of people who
i. have a common purpose or objective
ii. interact with each other to accomplish their objective
iii. are aware of one another, and
iv. perceive themselves to be a part of the group.

53

Group Building Activities: Those activities that allow the group to maintain itself by helping
to satisfy members' needs and by encouraging cooperation among members.
Group Cohesiveness: The extent to which group members are motivated to remain within the
group and in consequence to behave in similar ways.
Group Task Activities: Activities performed within the organisational structure by the
individuals rather than by. management.
Leadership: The ability to influence the behaviour of others. The task of the leader is to help
the group reach both organisational and personal goals.
Pivotal Norms: Organisational values which are absolutely necessary for anyone who wants
to stay in the organisation.
Process: The way the content is handled or discussed by the members of the group.
Relevant Group Norms: Not as central as pivotal norm, but considered as worthwhile and
desirable.
Required Activities: Assigned tasks performed by the individuals.
Required Interaction: This occurs, when a person's activity follows or is influenced by the
activity of another; interaction can be verbal or non-verbal.
Self-serving Activities: Activities that satisfy individual needs at the expense of the group.
Sentiments: The feelings or attitudes a person has about others, such as likes or dislikes and
approval or disapproval.
Task Force: A group established to solve a particular problem.
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