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UNIT-1: INTRODUCTION TO HUMAN RESOURCE
MANAGEMENT
1.0

UNIT STRUCTURE
1.1 Learning Objectives
1.2 Introduction
1.3 Definitions
1.4 Characteristics of Human Resource Management
1.5 Objectives of Human Resource Management
1.6 Importance of Human Resource Management
1.7 Scope of Human Resource Manager
1.8 Functions of Human Resource Management
1.9 Role
1.10 Let’s Sum-up
1.11 Key Terms
1.12 Check Your Progress
1.13 Further Readings
1.14 Model Questions

1.1

LEARNING OBJECTIVES

After completion of the unit you should be able to:
 Define human resource management.
 Explain the objectives, scope and importance of human resource management.
 Understand the functions of human resource management.
 Understand the role of human resource manager.
1.2

INTRODUCTION

As you all know and understand that out of all the M’s- Men, Money, Material,
Machines, Methods, Men are by far the most important resource because all other
resources by themselves cannot operate. Moreover the ultimate value of all asserts
depreciate over a period of time, while the value of men appreciates in many fold as
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years pass. It is through the combined efforts of men that all other resources are
collected, coordinated and effectively utilized for the attainment of organisational
objectives. Renis Likert rightly observed, ―All the activities of any enterprise are
initiated and determined by the persons who make up that Institution, plants, offices,
computers, and all else that make a modern firm— managing the human component is
the Central and most important task, because all else depends on how well it is done.
The management of men is a challenging task because of the dynamic nature of the
people. No two persons are similar in mental abilities, liking, disliking, values, faiths,
perceptions, sentiments, actions, reactions and behaviour. People are responsive
because, they feel, think and act; therefore, they cannot be operated like machine,
money and material. Thus human resource management is a most crucial job because
―managing people is the heart and essence of being a manager.‖ An organisation
cannot succeed if this human element is neglected.
1.3

DEFINITIONS

Various scholars and experts in the domain of Personnel management/HRM have given
different definitions; some of them are mentioned below for thorough understanding of
our learners:
Edwin B. Flippo ―The personnel function is concerned with the procurement,
development, compensation, integration, and maintenance of the personnel of an
organisation for the purpose of contributing towards the accomplishment of that
organisation‘s major goals or objectives. Therefore, personnel management is the
planning, organising, directing, and controlling of the performance of those operative
functions.
Dale Yoder ―Man power management effectively describes the processes of planning
and directing the application, development, and utilisation of human resources in
employment.
E.F.L. Brech ―Personnel Management is that part of management process which is
primarily concerned with the human constituents of an organisation.
Pigors and Myres ―Personnel Administration is a method of developing the
potentials of employees so that they get maximum satisfaction out of their work and
give their best efforts to the organisation.
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National Institute of Personnel Management (NIPM) of India ―Personnel
management is that part of management which is concerned with people at work and
with their relationship within the organisation. It seeks to bring together men and
women who make up an enterprise, enabling each to make his own best contribution to
its success both as an individual and as a member of a working group.
1.4

CHARCTERISTCS OF HUMAN RESOURCE MANAGEMENT

On the basis of the above definitions, the following features/characteristics of human
resource management can be identified:

1.5

1.

It is a part of general management.

2.

It concerns management of human resources.

3.

It helps in the maximum development of personnel abilities so that they
may feel satisfied with their work.

4.

It establishes human relations at all levels in the organisation.

5.

It includes planning, organisation, control and direction of man-power.

6.

It is advisory in nature. It contributes to the success and growth of an
organisation by advising the operating departments on personnel
matters.

7.

It is inter-disciplinary. It involves application of knowledge from
several disciplines like psychology, sociology, anthropology,
Philosophy, economics, Politics etc.

8.

It is not a one shot function but a never ending exercise and continues
all the 365 days of a year.

OBJECTIVES OF HUMAN RESOURCE MANAGEMENGT

According to Michael J. Jucius, personnel management should aim at:
(i)
attaining economically and effectively the organisational goals,
(ii)
serving the individual goals to the highest possible degree and
(iii)
preserving and advancing the general welfare of the community.
Ralph C. Davis has divided the objectives of personnel management in an organisation
into two categories:
(a)
(b)

Primary objectives
Secondary objectives
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(a)

Primary Objectives The goal of personnel management is the creation
of a work force with the ability and motivation to accomplish the basic
organisational goals.
(i)
To satisfy personal objectives of the members of the organisation
through monetary and non-monetary devices. Monetary objectives
include profit for owners, salaries/wages and other compensation for
executives and employees. Non-monetary objectives include prestige,
recognition, security, status etc.
(ii)
Thirdly, they relate to the satisfaction of Community such as serving
customers honestly and promoting a higher standard of living in the
community.

(b)

Secondary Objectives aim at achieving the primary objectives economically,
efficiently and effectively.
(i)
The economic need for or usefulness of the goods and services required
by the community/society.
(ii)
Conditions of employment for all the members of an organisation to
their satisfaction and need so that they may be motivated to work for the
success of the enterprise.
(iii)
The effective utilisation of people and materials.
(iv)
The continuity of the enterprise.

From the above discussion, the specific objectives of personnel management (HRM)
may be summarised as follows:
(i)
To ensure effective utilisation of human resources.
(ii)
To establish and maintain an adequate organisational structure of
relationships among all the members of an organisation.
(iii)
To generate maximum development of human resources within the
organisation by offering opportunities for advancement.
(iv)
To ensure respect for human beings by providing various services and
welfare facilities to the personnel.
(v)
To ensure reconciliation of individual/group goals with those of the
organisation.
(vi)
To identify and satisfy the needs of individuals by offering various
monetary and non- monetary rewards.
(vii) To achieve and maintain high morale among employees by securing
better human relations.
1.6

IMPORTANCE OF HUMAN RESOURCE MANAGEMENT
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Management of human resource is of utmost significance and can be
discussed under four headings.
1.

2.

3.

4.

Social Significance: The effective management of human resource is
likely to serve the following social goals as indicated by Dole Yoder.
i.

Helps to maintain even-balance between jobs and job holders
and to raise living standards of individuals in the Society.

ii.

To help people to avail of the best, most productive and most
gainful jobs.

iii.

To assist every member of the organisation in maximising the
contribution and reward by developing talents in the job.

iv.

To help to ensure the best protection and conservation of
human resource to prevent its wasteful or careless use.

vi.

To help people to make their decisions with minimum of
direction and control.

Professional Significance: Management of human resource serves
the following professional goals:
i.

Maintaining respect and dignity of the individual members.

ii.

Providing maximum opportunities for personality
development of each participant in the organisation.

iii.

Ensuring effective allocation of services to different jobs.

iv.

Ensuring effective utilisation of people‘s talents and interests
in work-settings.

Significance for an Enterprise It can help the organisation in accomplishing its
goals by:
i.

Creating right attitude among the employees through effective
motivation;

ii.

Utilising effectively the available human resources;

iii.

Securing willing cooperation of the employees for achieving goals of
the enterprise.

iv.

Attracting and retaining the right man on the right job.

National Significance The development of a country to a large extent depends
on the quality, skill, knowledge and abilities of its people. Countries are
underdeveloped because their people are backward, illiterate, unskilled or
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semi-skilled. Effective management and development of human resources help
to speed up the process of economic development which in-turn raises the
standard of living of its people.
1.7

SCOPE OF HUMAN RESOURCE MANAGEMENT

The field of personnel management is very wide as it is called by several terms such as,
Labour Management, Manpower Management, Human Relations, Human Resource
Management and so on. The Indian Institute of Personnel Management has laid down
the scope of personnel management as follows:
(i)

The Welfare Aspect: This aspect is concerned with working conditions and
amenities such as canteens, crèches, rest rooms, lunch rooms, housing, transport,
education, medical help, health and safety, washing facilities, recreation and
cultural facilities, etc.

(ii)

The Labour or Personnel Aspect: It is concerned with recruitment, selection,
placement, induction, transfer, promotion, demotion, termination, training and
development, Lay-off and retrenchment, wage and salary administration,
incentives, productivity, etc.

(iii)

The Industrial Relations Aspect: It is concerned with trade unions, negotiation
and settlement of industrial disputes, joint consultation and collective
bargaining.

All these aspects are concerned with human element in industry as distinct from the
mechanical.
Dale Yoder has classified the scope of personnel management in terms of the following
functions:
(i)

Setting general and specific management policy for organisational
relationship and establishing and maintaining a suitable organisation for
leadership and cooperation.

(ii)

Collective bargaining, contract negotiation, contract administration and
grievance handling.

(iii)

Staffing the organisation, finding, getting and holding prescribed types
and number of workers.

(iv)

Aiding in the self-development of employees at all levels providing
opportunities for personnel development and growth.
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(v)

Developing and maintaining motivation for workers by providing
incentives.

(vi)

Reviewing and auditing manpower management in the organisation.

(vii)

Industrial relations research carrying out studies designed to explain
employees’ behaviour and thereby affecting improvements in the
manpower management.

FUNCTIONS OF HUMAN RESOURCE MANAGEMENT

The functions of HRM can be broadly classified into two categories viz;
1.
Managerial functions
2.
Operative functions
1.
Managerial Functions
Managing people is the heart and essence of being a manager. Personnel manager is a
manager and as such he must perform the basic functions of management like planning,
organising, directing and controlling.
(i)
Planning: It is a pre-determined course of action. Planning is the
determination of the plans, strategies, programmes, policies and
procedures to accomplish the desired organisational objectives. For
HRM, planning involves estimation of human resource requirements,
recruitment, selection, training etc. It also involves formulation of
personnel policies and programmes, forecasting personnel needs, and
preparing the human resource budget etc.
(ii)

Organising: After plans have been developed, the HRM must establish
an organisation to carry them out. This function involves grouping of
personnel activities, assignment of tasks to different individuals and
teams, delegation of authority and establishment of authority–
responsibility relationship and integrating their activities towards the
organisational objectives.

(iii)

Directing: This function involves motivating, guiding, leading and
activating the personnel. Human resource manager must inculcate in the
workers a keen appreciation of the enterprise policies. The willing and
effective cooperation of employees for the attainment of organisational
goals is possible through motivation and command.
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(iv)

Controlling: It involves checking, measuring, verifying, correcting and
assuring the accomplishment of plans. Auditing training programmes,
analysing labour turnover records, directing morale surveys are some of
the means to assure the human resource management that the activities
are being carried out in accordance with the plans.

2.
Operative Functions
The operative or service functions of human resource management are related to
specific activities of procuring, developing, compensating and maintaining an efficient
work force.
(i)
Procurement: It is the first operative function of human resource
management.
Procurement is concerned with securing and employing the right kind
of people in the right number on a right job at a right time to achieve the
organisational objectives. It consists of the functions suchasjob analysis,
human resource planning, recruitment, selection, placement, induction
and internal mobility.
(ii)

Development: It is concerned with the personnel development of
employees by improving the knowledge, skills, aptitudes, attitudes and
values of employees to make them more competent and effective on
their present and future jobs. This function includes:

(iii)

Performance appraisal, Potential appraisal, Performance counselling,
Training and management development, Career planning and
Development, Organisation development.

(iv)

Compensation: It is the process of providing equitable and fair
remuneration to the employees. This function includes: Job evaluation,
Wage and Salary administration, Incentives, Bonus etc.

(v)

Integration: It is concerned with the attempt to bring about a reasonable
reconciliation of individual and organisational interests. It involves:
Negotiations with labour unions, handling employees’ grievances,
developing sound human relations, establishing good relations with
government agencies and educational institutions, workers‘
participation in management, employees’ discipline etc.

(vi)

Maintenance: It is concerned with sustaining and protecting the
physical and mental health of employees in the organisation. It includes
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(vii)

1.9

several types of benefits such as housing, medical services, educational
facilities, social security measures like provident fund, pension,
gratuity, maternity benefits, health and safety measures, group
insurance etc.
Records, Research and Audit: Personnel department maintains the
records of the employees working in the organisation. Record-keeping
is necessary both for exercising control over personnel activities and for
doing research. This function involves: developing a good system of
record keeping, carrying out research on various subjects and annual
personnel audit.

ROLE OF HUMAN RESOURCE MANAGER

A human resource manager plays a variety of roles in accordance with the need of the
situation. These are given below:
1.
The Conscience Role: Under this role the human resource manager reminds the
management of their moral and ethical obligations towards employees.
2.
The Counsellor Role: Under this role he encourages the employees to meet him
frequently for consultation and discussion of their mental, physical and career
problems.
3.
The Mediator Role: He tries to settle disputes between labour and management,
between an individual and a team and serves as a peace maker and linking-pin
between different departments/divisions of an organisation.
4.
The Spokesman Role: Under this role he works as a spokesman for his
organisation.
5.
The Problem Solver‘s Role: He is a problem solver in respect of issues
involving human resource management and overall organisational planning.
6.
The Change-Agent Role: He serves as a change-agent in respect of introducing
and implementing major institutional changes. He is an innovator in personnel
matters.
7.
The House Keeper Role: Under this role he looks after the safety, health,
welfare etc. of employees.
8.
The Decision-Making Role: He plays a dominant role in the decision-making
process and takes decisions regarding both major and minor issues of the human
resources. He formulates objectives, policies and programmes of human
resource management.
9.
The Executive Role: Once decisions are taken he plays a dominant role in
executing these decisions, programmes etc.
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10.

1.10

The Clerical Role: He plays this role by time-keeping, calculating wages,
salaries, allowances, incentives, compensation and maintaining of records and
the like.
LET’S SUM-UP

The management of men is a challenging task because of the dynamic nature of the
people. No two persons are similar in mental abilities, liking, disliking, values, faiths,
perceptions, sentiments, actions, reactions and behaviour. People are responsive
because, they feel, think and act; therefore, they cannot be operated like machine,
money and material. Thus human resource management is a most crucial job because
managing people is the heart and essence of being a manager. With regard to the
functions, human resource managers play two distinct type of functions such as
managerial and operative. A human resource manager plays a variety of roles in
accordance with the need of the situation.
1.11

KEY TERMS




1.12

Human resource
Human resource functions
Human resource manager‘s role

CHECK YOUR PROGRESS
1.

Define Human Resource Management. Explain the nature and
characteristics of Human Resource Management.
_________________________________________________________
_________________________________________________________
_________________________________________________________
_________________________________________________________

2.

Explain how human resource is different from other resources.
_________________________________________________________
_________________________________________________________
_________________________________________________________
_________________________________________________________

3.

Distinguish between managerial functions and operative functions.
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_________________________________________________________
_________________________________________________________
_________________________________________________________
_________________________________________________________
1.13

FURTHER READINGS
1.
2.
3.
4.

1.14
1.
2.

Basava K.D- Human Resource Development- Vidhyvahini Prakashana,
Hubli
Michael V.P- Human Resource Management & Human Relation,
Himalaya Publishing House, Mumbai
ICFAI-Introduction to Human Resource Management, ICFAI Press
Hyderabad
Menon P.K.S- Human Resource Management & Organizational
Behaviour- Himalaya Publishing House, New Delhi

MODEL QUESTIONS
What are the various functions carried out by HRM department in an
organization?
Examine the different roles of human resource managers in an organization.
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UNIT-2
2.0

PERCEPTION AND LEARNING
Unit Structure
2.1 Learning Objectives
2.2 Introduction
2.3 Definitions
2.4 Nature and Importance of Perception
2.5 Factors influencing Perception
2.6 Attribution Theory
2.7 Learning: An overview
2.8 Components of learning process
2.9 Learning Approaches and Theories
2.9.1 Classical Conditioning
2.9.2 Operant Conditioning
2.9.3 Observational Learning
2.9.4 Cognitive Learning
2.9.5 Social Learning
2.10 Learning Theories and OB
2.11 Let’s Sum-up
2.12 Key Terms
2.13 Check Your Progress
2.14 Further Readings
2.15 Model Questions

2.1

LEARNING OBJECTIVES

After completion of the unit you should be able to:
 Understand the concept and definition of perception.
 Identify the factors that affect perception.
 Thoroughly understand the perceptual process.
 Explain the concept and definition of learning.
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2.2

Examine the various learning approaches / theories.
Distinguish between positive and negative reinforcement.
INTRODUCTION

Like most concepts within the social science disciplines, perception (or what other
scholars refer to as social perception) has been defined in a variety of ways since its
first usage. From the lay man‘s perspective, perception is explained as an act of be ing
aware of ―one‘s environment through physical sensation, which denotes an
individual‘s ability to understand‖. However, many social psychologists have tended to
develop the concept around one of its most essential characteristics that the world
around us is not psychologically uniform to all individuals. This is the fact, in all
probability, that accounts for the difference in the opinions and actions of
individuals/groups that are exposed to the same social phenomenon
2.3

DEFINITIONS

At this point, it is important for you to take a look at some of these definitions in order
to better appreciate the point being made here:
According to Nelson and Quick (1997) ―social perception is the process of
interpreting information about another person.‖ What this definition has clearly
highlighted for your attention is that the opinions you form about another person
depends on the amount of information available to you and the extent to which you are
able to correctly interpret the information you have acquired. In other words, you may
be in possession of the same set of information that other people have on a particular
situation, person or group but still arrive at different conclusions due to individual
differences in the capacity to interpret the information that you all have.
Rao and Narayan (1998) obviously share the main characteristics of the above
definition. However, they emphasise that perception ranks among the ―important
cognitive factors of human behaviour‖ or psychological mechanism that enable people
to understand their environment. In their own words, ―perception is the process
whereby people select, organise, and interpret sensory stimulations into meaningful
information about their work environment.
2.4

NATURE AND IMPORTANCE OF PERCEPTION
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Perception is a process by which individuals organize and interpret as per their sensory
immersions in order to give meaning to their environment. It is important to study
perceptions in the study of Organization Behaviour, because people‘s behaviour is
based on their perception of what reality is and is not on reality itself. Perception is
influenced by many factors. These factors may be in the perceiver, or the object being
perceived or the situations in the context of which perception is made. Personal
characters that affect perception are attitude, personality, motives, interest, past
experience and expectations. Our perception of people differs from our perception of
inanimate objects such as desks, machines, etc. because our inferences are due to
actions of people. Because people have beliefs, motives or intentions, our perceptions
and judgment significantly is influenced by assumptions we make about that a person‘s
internal state.
2.5

FACTORS INFLUENCING PERCEPTION

A number of factors operate to shape and sometimes distort perception. These factors
can reside in the perceiver, in the object or target being perceived, situation in the
context of which the perception is made.
2.5.1 The Perceiver
When an individual looks at a target and attempts to interpret what he or she sees, that
interpretation is heavily influenced by personal characteristics of the individual
perceiver. Among the more relevant personal characteristic affecting perception are
attitudes, motives, interests, expectations and past experiences. Unsatisfied needs or
motives stimulate individuals and may exert a strong influence on their perceptions.
For Example:
The supervisor who has just been reprimanded by his boss for the high level of
workers coming late among her staff is more likely to notice such behaviour by
an employee tomorrow than he was last week. If you are preoccupied with a
personal problem, you may find it hard to be attentive in the class. These
examples illustrate that, the focus of our attention appears to be influenced by
our interest and it differs considerably. What one-person notices in a situation
can differ from what others perceive?
2.5.2 The Target
Characteristics of the target that is being observed can affect what is perceived. Loud
people are more likely to be noticed in a group than quiet ones. Motions, sounds, size
and other attributes of a target shape the way we see it.
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Because targets are not looked at in isolation from its background, the relationship of a
target to its background influences perception, as does our tendency to group close
things and similar things together. What we see depends on how we separate a figure
from its general background.
Objects that are close to each other will tend to be perceived together rather than
separately. As a result of physical or time proximity, we often put together objects or
events that are unrelated. Persons, objects, or events that are similar to each other also
tend to be grouped together. The greater the similarity greater the probability that we
will tend to perceive them as a common group. Women, blacks or members of any other
group who have clearly distinguishable characteristics in terms of features or colors will
tend to be perceived alike in other unrelated characteristics as well.
2.5.3 The Situation
The context in which we see objects or events is important. Elements in the surrounding
environment influence our perception.
For Example:
You are more likely to notice our employees grouping off, if your boss from the
head office happens to be in the town. Again the situation affects our perception.
The time at which an object or event is seen, can influence attention such as
location, light, heat, or any number of situational factors. Following figures
summarize the factors influencing perception.

(Factors influencing perception)

2.6

ATTRIBUTION THEORY
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Our perception of people differ from our perception of inanimate objects such as desk,
machine or building, because we can make inferences about the actions of people that
we don‘t make about in animate objects. Non-living objects are subjects to the law of
nature, but they have no beliefs, motives, intentions. But people do. The result is that,
when we observe people, we attempt to develop explanations of why they behave in
certain ways. Our perception and judgment of a person‘s action therefore will be
significantly influenced by the assumption we make about that person‘s internal state.
Attribution theory has been proposed to develop an explanation of the Law in which
we judge people differently depending on the meaning attributed to a given behaviour.
This determination depends on three factors:
i.
Distinctiveness
ii.
Consensus
iii.
Consistency
Basically, the theory suggests that, when we observe an individual‘s behaviour, we
attempt to determine whether it was internally and externally caused. Externally caused
behaviours are seen as resulting from outside causes. That is the person is seen as
having been forced into the behaviour by the situation. If one of our employee is late
for work, you might attribute his lateness to his partying into the wee hours of the
morning and then over sleeping. This would be an internal attribution. But attributing
arriving lateto a major automobile accident that tied up traffic on the road that this
employee regularly uses, then you would be making an external attribution.
2.7

LEARNING: AN OVERVIEW

Learning is an important psychological process that-determines human behavior.
Simple way, ―learning is something we did when we went to school ―it is permanent
changing behavior through education and training, practice and experience. Learning
can be defined as “relatively permanent change in behavior that occurs as a result of
experience or reinforced practice.”
There are four important points in the definition of learning:
 Learning involves a change in behavior, though this change is not necessarily
an improvement over previous behavior. Learning generally has the
connotation of improved behavior, but bad habits, prejudices, stereotypes, and
work restrictions are also learned.
 The, behavioral change must be relatively permanent. Any temporary change
in behavior is not a part of learning.
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2.8

The behavioral change must be based on some form of practice or experience.
The practice or experience must be reinforced in order so as to facilitate learning
to occur.
COMPONENTS OF THE LEARNING PROCESS

The components of learning process are: drive, cue stimuli, response, reinforcement
and retention.
 Drive
Learning frequently occurs in the presence of drive - any strong stimulus that
impels action. Drives are basically of two types -primary (or physiological);
and secondary (or psychological). These two categories of drives often interact
with each other. Individuals operate under many drives at the same time. To
predict a behavior, it is necessary to establish which drives are stimulating the
most.


Cue Stimuli
Cue stimuli are those factors that exist in the environment as perceived by the
individual. The idea is to discover the conditions under which stimulus will
increase the probability of eliciting a specific response. There may be two types
of stimuli with respect to their results in terms of response concerned:
generalization and discrimination.



Generalisation
Generalisation occurs when a response is elicited by a similar but new stimulus.
If two stimuli are exactly alike, they will have the same probability of evoking
a specified response. The principle of generalization has important implications
for human learning. Because of generalization, a person does not have to
completely relearn each of the new tasks. It allows the members to adapt to
overall changing conditions and specific new assignments. The individual can
borrow from past learning experiences to adjust more smoothly to new learning
situations.



Discrimination
Discrimination is a procedure in which an organization learns to emit a response
to a stimulus but avoids making the same response to a similar but somewhat
different stimulus. Discrimination has wide applications in 'organizational
behavior. For example, a supervisor can discriminate between two equally high
producing workers, one with low quality and other with high quality.
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2.9



Responses
The stimulus results in responses. Responses may be in the physical form or
may be in terms of attitudes, familiarity, perception or other complex
phenomena. In the above example, the supervisor discriminates between the
worker producing low quality products and the worker producing high quality
products, and positively responds only to the quality conscious worker.



Reinforcement
Reinforcement is a fundamental condition of learning. Without reinforcement,
no measurable modification of behavior takes place. Reinforcement may be
defined as the environmental event's affecting the probability of occurrence of
responses with which they are associated.



Retention
The stability of learned behavior over time is defined as retention and its
contrary is known as forgetting. Some of the learning is retained over a period
of time while others may be forgotten.
LEARNING APPROACHES AND THEORIES

2.9.1 Classical Conditioning
The work of the famous Russian physiologist Ivan Pavlov demonstrated the classical
conditioning process. When Pavlov presented a piece of meat to the dog in the
experiment, Pavlov noticed a great deal of salivation. He termed the food an
unconditioned stimulus and the salivation an unconditioned response. When the dog
saw the meat, it salivated. On the other hand, when Pavlov merely rang a bell, the dog
did not salivate. Pavlov subsequently introduced the sound of a bell each time the meat
was given to the dog. The dog eventually learned to salivate in response to the ringing
of the-bell-even when there was no meat. Pavlov had conditioned the dog to respond
to a learned stimulus. Thorndike called this the "law of exercise" which states that
behavior can be learned by repetitive association between a stimulus and a response.
Classical conditioning has a limited value in the study of organizational behavior. As
pointed out by Skinner, classical conditioning represents an insignificant part of total
human learning. Classical conditioning is passive. Something happens and we react in
a specific or particular fashion. It is elicited in response to a specific, identifiable event.
As such it explains simple and reflexive behaviors. But behavior of people in
organizations is emitted rather than elicited, and it is voluntary rather than reflexive.
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The learning of these complex behaviors can be explained or better understood by
looking at operant conditioning.
2.9.2 Operant Conditioning
An operant is defined as a behavior that produces effects. Operant conditioning,
basically a product of Skinnerian psychology, suggests that individuals emit responses
that are either not rewarded or are punished. Operant conditioning is a voluntary
behavior and it is determined, maintained and controlled by its consequences. Operant
conditioning is a powerful tool for managing people in organizations. Most behaviors
in organizations are learned, controlled and altered by the consequences; i.e. operant
behaviors. Management can use the operant conditioning process successfully to
control and influence the behavior of employees by manipulating its reward system.
Reinforcement is anything that both increases the strength of response and tends to
induce repetitions of the behavior. Four types of reinforcement strategies can be
employed by managers to influence the behavior of the employees, viz., positive
reinforcement, negative reinforcement, extinction and punishment.
Positive Reinforcement
Positive reinforcement strengthens and increases behavior by the presentation
of a desirable consequence (reward). In other words, a positive reinforce is a
reward that follows behavior and is capable of increasing the frequency of that
behavior. There are two types of positive: reinforces: Primary and Secondary.
Primary rein forcers such as food, water and sex are of biological importance
and have effects, which arc independent of past experiences. For instance, a
primary reinforce like food satisfies hunger need and reinforced food-producing
behavior.
Secondary reinforces like job advancement, recognition, praise and esteem
result from previous association with a primary reinforce. Primary reinforces
must be learned. In order to apply reinforcement procedures successfully,
management must select reinforces that are sufficiently powerful and durable.
Negative Reinforcement
The threat of punishment is known as negative reinforcement. Negative
reinforces also serve to strengthen desired behavior responses leading to their
removal or termination.
Extinction
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Extinction is an effective method of controlling undesirable behavior. It refers
to non-reinforcement. It is based on the principle that if a response is not
reinforced, it will eventually disappear. Extinction is a behavioral strategy that
does not promote desirable behaviors but can help to reduce undesirable
behaviors.
Punishment
Punishment is a control device employed in organizations to discourage and
reduce annoying behaviors of employees.
2.9.3 Observational learning
Observational learning results from watching the behavior of another person and
appraising the consequences of that behavior. It does not require an over response.
When Mr. X observes that Y is rewarded for superior performance, X learns the
positive relationship between performance and rewards without actually obtaining the
reward himself. Observational learning plays a crucial role in altering behaviors in
organizations.
2.9.4 Cognitive Learning
Here the primary emphasis is on knowing how events and objects are related to each
other. Most of the learning that takes place in the classroom is cognitive learning.
Cognitive learning is important because it increases the change that the learner will do
the right thing first, without going through a lengthy operant conditioning process.
2.9.5 Social Learning
Social learning integrates the cognitive and operant approaches of learning. It
recognizes the learning doesn‘t take place only because of environmental stimuli
(classical and operant views) and of individual stimulus (Cognitive approach), but it is
a blend of both views. It also emphasizes that people acquire new behaviours by
observing or imitating others in a social setting. Thus it is an interactive nature of
cognitive, behavioural and environmental determinants. Learning can be gained
discipline and self-control and an inner desire to acquire knowledge and skills
irrespective of rewards or consequences.
2.10

LEARNING THEORY AND OB

The relevance of the learning theories for explaining and predicting of organizational
behavior is marginal. This does not mean that learning theories are totally irrelevant.
Learning concepts provide a basis for changing behaviors that are unacceptable and
maintaining those behaviors that are acceptable. When individuals engage in various
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types of dysfunctional behavior such as late for work, disobeying orders, poor
performance, and the manager will attempt to educate more functional behaviors.
Learning theory can also provide certain guidelines for conditioning organizational
behavior. Managers know that individuals capable of giving superior performance must
be given more reinforces than those with average or low performance. Managers can
successfully use the operant conditioning process to control and influence the behavior
of employees; by manipulating its reward system.
2.11

LET’S SUM-UP

People‘s perceptions and attributions influence how they behave in their organization.
Perception describes the way people filter, organize and interpret sensory information.
Attribution explains how people act, determining how people react to the actions of
others as well. Accurate perception allows employees to interpret what they see and
hear in the workplace effectively to make decisions, complete tasks and act in ethical
manner. Faulty perceptions lead to problems in the organization, such as stereotyping,
that lead people to erroneously make assumptions.
Learning is any relatively permanent change in behaviour that occurs as a result of
experience. There are two important elements in learning: change must be relatively
permanent. It means after learning’ the behaviour of a person must be different from
the previous behaviour. If a person learns car driving, it will last for a long time
indicating the changed behaviour. The second element is that the change of behaviour
should take place as a result of some kind of experience. Learning must be because of
some interaction with the environment and some feedback from such environment that
affects behaviour.
2.12










KEY TERMS
Perception
Attribution
Learning
Behaviour
Classical Conditioning
Operant Conditioning
Observational Learning
Cognitive Learning
Social Learning
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2.13

2.14

2.15

CHECK YOUR PROGRESS
1.

Define perception. Why perception differ from individual to
individual?
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________

2.

Identify the several factors that affect perception.
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________

3.

What are the impact of learning on employee behavior?
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________

FURTHER READAINGS
1.

S. S. Khanka, Organization Behavior, S. Chand and Co. Ltd, New Delhi.

2.

Uma Sekaran, Organization Behaviours, The Mc Graw –Hill Company,
New Delhi.

3.

Keith Davis, Human Behaviour at Work - M.cGraw Hill Book Co., New
Delhi.

4.

LM Prasad, Organization Behaviour, S. Chand and Co. Ltd, New Delhi.

MODEL QUESTIONS
1.
2.
3.

Why is it important for managers to have a thorough knowledge of
perception and attribution?
Explain the theories of learning in brief.
How can you use reinforcement strategy in an organisation? Explain
with examples.
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UNIT-3
3.0

PERSONALITY AND ATTITUDE
Unit Structure
3.1 Learning Objectives
3.2 Introduction
3.3 Definitions
3.4 Determinants of personality
3.5 Theories of personality
3.6 Concept of attitude
3.7 Attitude formation
3.8 Change in attitude
3.9 Let’s Sum-up
3.10 Key Terms
3.11 Check Your Progress
3.12 Further Readings
3.13 Model Questions

3.1

LEARNING OBJECTIVES

After completion of the unit you should be able to:
 Understand the concept and definition of personality.
 Explain the determinants of personality.
 Understand the theories of personality.
 Explain the concept of attitude formation
 Know how change in attitude can occur.
3.2

INTRODUCTION

Every individual has his own characteristic way of behaving, responding to emotions,
perceiving things and looking at the world. No two individuals are similar. You might
like going out for parties but your friend might prefer staying back at home reading
his/her favourite book. It is really not necessary that if you like partying around, your
friend will also like the same. Here comes the role of personality. What an individual
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sees in his childhood days and most importantly his/her growing days from his
personality. How an individual is raised plays an important role in shaping his/her
personality.
Personality is nothing but the aggregate conglomeration of memories and incidents in
an individual‘s entire life span. Environmental factors, family background, financial
conditions, genetic factors, situations and circumstances also contribute to an
individual‘s personality. In a layman‘s language, how we behave in our day to day lives
reflects our personality. How an individual behaves depends on his family background,
upbringing, social status and so on. An individual with a troubled childhood would not
open up easily. He/she would always hesitate to open his heart in front of others. Some
kind of fear would always be there within him. An individual who never had any major
problems in life would be an extrovert and would never have issues interacting and
socializing with others. You really can‘t blame an individual for not being an extrovert.
It is essential to check his/her background or past life. It is quite possible that as a child,
he was not allowed to go out of his home, play and freak out with friends. These
individuals start believing that their home is their only world and they are not safe
outside. Such a mind-set soon becomes their personality.
3.3

DEFINITIONS

G.W.Allport defines personality as "the dynamic organization, with in the individual
of those psychological systems that determines his unique adjustment to his
environment". According to this definition, the various psychological traits which
determine the personal adjustment of the individual are organized into a dynamic unit.
So there is always flexible adjustment to the environment.
Eysenck defines that "personality is the more or less stable and enduring organization
of a person’s character temperament, interact and physique which determines his
unique adjustment to the environment.
Morton prince defines personality as "Sum total of all, the biological innate
dispositions, impulses, tendencies, appetites and instincts of the individual and the
acquired disposition and tendencies.
Munn in his book states that personality may be defined as "the most characteristic
integration of an individual structure, modes of behaviour, interest attitudes and
abilities and aptitudes, especially from the point of adjustment in social situations.”
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This definition is a comprehensive one which includes all the points about personality.
Hence this definition is regarded as to most suitable one.
3.4

DETERMINANTS OF PERSONALITY

Personality, in the field of organizational behavior, is the aggregate of a person‘s
feelings, thinking, behaviors and responses to different situations and people. Every
person has a different personality and there are a lot of factors which contribute to that
personality. We call them the determinants of personality’ or the factors of personality.
These determinants and factors of personality can belong to very different categories.
Earlier, the major debate was primarily between the heredity and environmental factors.
Many psychologists believe that the environment, in which an individual lives in, forms
his personality. On the other hand, some psychologists used to debate that personality
is pre-determined at the time of birth – which means that it is hereditary. Actually, it
appears that both the environmental and heredity factors contribute as the important
determinants and factors of personality.
Apart from that, there are several other factors as well that determine an individual‘s
personality. What determinants go into the development of personality? Of all the
complexities and unanswered questions in the study of human behaviour, this question
may be the most difficult. For the convenience of study, the determinants of personality
can be grouped into five broad categories:
1. Heredity
The role of heredity in the development of personality is an old argument
in personality theory. Heredity refers to those factors that were determined
at conception. Physical stature, facial attractiveness, energy level, muscle
composition and reflexes and biological rhythms are characteristics that are
generally considered to be imported either completely or substantially by
one‘s parents. The heredity approach argues that the ultimate explanation
of an individual‘s personality is the molecular structure of the genes,
located in the chromosomes which contain thousands of genes, which seem
to be transmitters of traits. The role of heredity on personality development
is still an unsettled area of understanding. The problem is that geneticists
face a major obstacle in gathering information scientifically on the human
being. Nevertheless, the role of heredity on personality development cannot
be totally minimized. Physical attributes, for instance, may be largely
attributed to heredity.
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The following classification of characteristics is said to be inherited by all
human beings.
 Physical Structure (how tall or short one is, whether one has a long
or short nose, large or small feet — briefly, how one is put together)
 Reflexes (direct response to stimuli, such as withdrawing from a
pin prick, blinking when something approaches the eye)
 Innate drives (impulses to act based on physiological tensions; but
these must be linked through learning with activities which will
reduce the tensions)
 Intelligence (the capacity to learn, to modify responses)
 Temperament (patterned and recurrent responses associated with
basic emotional makeup for e.g.- phlegmatic, excitable and or
lethargic)
2. Environment
If all personality characteristics were by heredity, they would be fixed at
birth and no amount of experience could alter them. Personality
development owes as much to environment as it does to heredity.
Environment is a broad term and includes such factors as culture. Culture
establishes norms, attitudes and values that are passed along from one
generation to the next and create consistencies overtime. Anthropologists,
to whom culture as a subject belongs, have clearly demonstrated the
important role culture plays in the development of the human personality.
While growing, the child learns to behave in ways expected by the culture
of the family into which the baby was born. Most cultures expect different
behaviour from males than from females.
Every culture has its own subcultures, each with its own views about such
qualities as moral values, standards of cleanliness, style of dress and
definitions of success. The cultural sub-group exerts its influence on
personality. All boys are expected to show certain personality
characteristics (as compared with girls), but a poor boy raised in an urban
slum is expected to behave differently in some respects than a well-to-do
raised in a middle class suburb.
Although culture has significant influence on personality development,
linear relationship cannot be established between personality and the given
culture, for two reasons:
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The culture impacts upon an individual are not uniform, because
they are transmitted by certain people-parents and others who
are not all alike in their values and practices.
The individual has some experiences that are unique. Each
individual reacts in his own way to social pressures, differences
in behaviour being caused by biological factors.

3. Family
The family has considerable influence on personality development,
particularly in the early stages. The parents play an important part in the
identification process which is important to an individual‘s early
development. The process can be examined from three different
perspectives:
 First, identification can be viewed as the similarity of behaviour
(including feelings and attitudes between child and model)
 Second, identification can be looked upon as the child‘s motives or
desires to be like the model.
 Third, identification can be viewed as the process through which
the child actually takes on the attributes of the model.
The overall home environment created by the parents, in addition to their
direct influence is critical to personality development. Siblings (brothers
and sisters) also contribute to personality. It has been argued that, sibling
position is an important psychological variable because it represents a
microcosm of the significant social experience of adolescence and
adulthood. It is argued that those first born are more prone to be
schizophrenic, more susceptible to social pressures and more dependent
than those later-born. The first born are also more likely to experience the
world as more orderly, predictable and rational than later-born children.
4. Socialization Process
There is greater realization that other relevant persons, groups and
organizations exercise their due role in personality development. This is
commonly called the socialization process. It is especially relevant to
organizational behaviour, because the process is not confined to early
childhood, rather taking place throughout one‘s life. In particular,
evidence is accumulating that, socialization may be one of the best
explanations of why employees behave the way they do in today‘s
organizations.
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5. Situational Considerations
Above determinants discussed are no doubt important to personality, but it
must be recognized that, it is the immediate situation which may
predominate finally. While it seems logical to suppose that, situations will
influence an individual’s personality, a neat classification scheme that
would tell us the impact of various types of situations has so far eluded us.
However, we do know that certain situations are more relevant than others
in influencing personality. What is of taxonomically, wrote Lee Sechrest is
that situations seems to differ substantially in the constraints they impose
on behaviour with some situations, e.g. church. Constraining many
behaviours and others, e.g., a picnic in a public park — constraining
relative few. From the above discussion, it is clear that personality is a
complex concept that reflects many influences both within and outside the
individual. Personality progresses through identifiable stages and never
really stops developing. One can, however, examine personality at any
point in time within its developmental sequence in order to compare and
contrast individual personalities.
3.5

THEORIES OF PERSONALITY

Sigmund Freud
Founded by Sigmund Freud, this theory emphasizes the influence of the unconscious,
the importance of sexual and aggressive instincts, and early childhood experience on a
person. This theory has been very influential not only in psychology but also in literary
circles, art, psychiatry and films. Many of Freud‘s ideas have become part and parcel
of every day usage. Freud started his career as a neurologist. His theory developed in
the course of his observations of his patients as well as, self-analysis. He used free
association to help his patients recover forgotten memories.
Freud discovered that mind is like an iceberg and we have limited conscious awareness.
Freud proposed that psychological forces operate at three levels of awareness:
Conscious level: The thoughts, feelings, and sensations that one is aware
of at the present moment.
Preconscious level: It contains information of which one is not currently
aware, however, they can easily enter conscious mind.
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Unconscious level: It consists of thought, feelings, wishes, drives etc. of
which we are not aware. It, however, influences our conscious level of
activity.
Freud thought that unconscious material often seeks to push through to the
conscious level in a disguised manner. It may be in a distorted manner and
or it may take a symbolic form. Interpretation of dreams and free
association were used for analysis of the three levels of awareness.
Personality Structure
Freud believed that human personality emerges due to a conflict between
our aggressive and pleasure seeking biological impulses and the
internalized social restraints against them. Thus, personality arises in the
course of our effort to resolve the conflicts. To this end he proposed three
structures which interact with each other: Id, Ego and Super Ego. Let us
learn about these structures:
Id: It is the unconscious, irrational part of personality. It is the primitive
part immune to morality and demands of the external world. It operates on
the pleasure principle. It seeks immediate satisfaction.
Ego: It is involved with the workings of the real world. It operates on the
reality principle. It is the conscious, and rational part of personality that
regulates thoughts and behaviors. It teaches the person to balance demands
of external world and needs of the person.
Super Ego: It is the internal representation of parental and societal values.
It works as the voice of conscience that compels the ego to consider not
only the real but also the ideal. It judges one‘s behaviors as right or wrong,
good or bad. Failing up to moral ideals bring about the shame, guilt,
inferiority and anxiety in the person.
Carl Jung: Collective Unconscious
Jung was opposed to the central role of sex and aggression in human life. Instead he
proposed that people are motivated by more general psychological energy. He proposed
that the deepest part of one‘s psyche comprises the collective unconscious. It is a set
of influences inherited from our family and the human race. The collective unconscious
contains archetypes which are the mental images of a particular person, object or
experience. Hero, powerful father, innocent child, nurturing mother are example of
archetypes.
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Karen Horney: Basic Anxiety
Horney emphasized on the importance of social relationships in personality
development. Basic anxiety refers to the feeling of a child of being isolated and helpless
in a potentially hostile world.
Alfred Adler: Feelings of Inferiority and Superiority
Adler proposed that the central human motive is that of striving for superiority. It arises
from feelings of inferiority that are experienced during infancy and childhood. During
this period the child is helpless and depends on others for help and support. The
psychoanalytic ideas have been criticized on the ground that there is inadequate
evidence to support the theory.
The Trait Perspective
Traits are characteristic behaviours and conscious motives. They represent a relatively
stable and enduring predisposition to behave in a given way. Traits are frequently used
in describing people. The focus of trait approach is very common and involves
enumerating list of personal characteristics. Trait theories of personality identify,
describe and measure individual differences. The apparent traits are called surface traits
(e.g. happy, cordial). Contrary to this there are certain source traits. Raymond Cattell
developed a trait theory which has 16 source traits. He called them personality factors.
Some of them are: Reserved-Outgoing, Serious-Happygo- lucky, Practical-Imaginative
and Relaxed-Tense. Eysenck proposed a theory which classifies people in four types:
introverted neurotic, introverted- stable, extraverted- neurotic and extraverted- stable.
In subsequent work Eysenck proposed psychoticism as another dimension of
personality.
The Social Cognitive Perspective
This perspective was developed by Albert Bandura. It views behaviour as influenced
by the interaction between persons and the social context. It is proposed that our
thoughts and actions originate in the social world but it is essential to note that human
beings have capacity for self-regulation and engage in active cognitive processes.
Bandura developed the concept of self-efficacy which incorporates a person‘s cognitive
skills, abilities and attitudes as represented in one‘s self-system. Self-efficacy indicates
the degree to which one is convinced of the abilities and effectiveness in meeting the
demands of a particular situation. The theory is based on laboratory research. However,
the theory ignores the unconscious factors which may influence behaviour. The theory
also emphasizes the rational side of life while ignoring the emotional side.
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The cognitive-social theory brings into focus the role of thought and memory in
personality. We often find that the expectations and skills learned by people are very
important in determining behaviours.
The Humanistic Perspective
These theories propose that within each individual is an active creative force, often
called ―self‖. This force seeks expression. It develops and grows. This perspective,
also known as the third force, emphasizes on human potential and characteristics like
self-awareness and free will. It views human beings as innately good. The conscious
and subjective perception of self is considered very important. Carl Rogers and
Abraham Maslow are the main proponents of the humanistic perspective.
Abraham Maslow proposed the idea of self-actualized people. He proposed that human
motives are arranged in a hierarchy of needs. Human needs are organized from
physiological needs to self-transcendence. Maslow notes that the self-actualized people
have realistic perception are spontaneous, easily accept self and others, are creative,
and enjoy and appreciate positive aspects of life, like privacy and independence.
3.6

CONCEPT OF ATTITUDE

Attitude has always been a subject of interest to many researchers as well as
psychologist. It is considered as exciting and mysterious to some researcher. It can
function as a shield to someone or it can even function as a weapon to someone. Having
a certain attitude in life is crucial to people so as to help them live in harmony and
towards better understanding of things around them. Attitudes play a major part in
determining a person‘s personality. This is because attitude affect the way people
perceive and act towards people, objects or events that they encounter. Besides that,
attitudes can also have an effect on one‘s social interactions. Attitudes are learned
predispositions and represent cluster of beliefs, assessed feelings and behavioural
intentions towards aspects of our environment like a person, object or event. Attitudes
are evaluative statements either favourable or unfavourable concerning objects, people
or events and are a persistent tendency to feel and behave in a particular way toward
some object.
3.7

SOURCES OF ATTITUDES

As already explained, attitudes, like values, are acquired from the environment parents, teachers, friends, and colleagues. It may be noted that they are only acquired
but not inherited. We begin modelling our attitudes after those we admire and respect.

Odisha State Open University, Sambalpur

Page 31

We observe the way family members and friends behave and we shape our attitudes
and behaviour to align with theirs. You tend to imitate the attitudes of famous persons
or those you admire and respect. Attitudes may also be developed from a personally
rewarding or punishing experience with an object or event.
If employees are rewarded for being regular in an organization, you are likely to believe
that you will also be rewarded if you are regular. In contrast to values, attitudes are less
stable. That is why advertising messages attempt to change your attitudes toward a
certain product or service. If Maruti Company is able to create a favourable opinion
towards their car, that attitude may lead to a desirable behaviour i.e., the purchase of
Maruti car.
Therefore, sound understanding of attitudes is important for managers because they
affect job behaviour. Manager‘s knowledge can serve two purposes. Firstly, it helps
him in understanding and predicting how a person is likely to behave. Secondly, it helps
him in changing unfavourable attitudes into favourable attitudes.
3.8

TYPES OF ATTITUDES

A person may have a multitude of attitudes, but for the purpose ofour study let us
know about the job-related attitudes. These job-related attitudes are positive or
negative evaluations held by employees about various aspects of their work
environment. Essentially, there are three important attitudes concerned with job: job
satisfaction, job involvement, and organizational commitment.


Job Satisfaction
One of the tasks of a manager is to provide job satisfaction to the employees.
Job satisfaction refers to an individual‘s general attitude toward his or her job.
A person with a high level of job satisfaction holds positive attitudes toward the
job, while a person with low job satisfaction holds negative attitudes towards
the job. When we talk about employee attitudes, mostly we mean job
satisfaction. As a matter of fact, the two are closely related.



Job Involvement
The term ―job involvement‖ is relatively a recent concept in the literature.
There is no complete agreement over what the term means. Generally, it refers
to the degree to which a person identifies with his job, actively participates in
it, and considers his performance important tohis self-worth. Individuals who
express high involvement in their jobs are likely to be more productive, have
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higher satisfaction, and are less likely to resign than employees with low
involvement.


Organizational Commitment
Commitment reflects an individual‘s orientation toward the organization by
tapping his or her loyalty to, identification with, and involvement in the
organization. Individuals who are highly committed see their identity as closely
attached to that of the organization. Like job involvement highly committed
employees will be better performers and have lower turnover than those with
low levels of commitment to the organization.

It may be understood that when people talk about job attitudes and their impact on
behaviour, obviously they are referring to the positive or negative appraisals that people
make about their job or organization. Job satisfaction is the most popular attitude
measured in organizations, but more recently there has been increased attention given
to job involvement and organizational commitment. All these attitudes are measured
with a view to predict employee behaviours like performance, productivity,
absenteeism, turnover and unionization.
3.9

LET’S SUM-UP

Personality is the aggregate of a person‘s feelings, thinking, behaviors and responses
to different situations and people. Every person has a different personality and there
are a lot of factors which contribute to that personality. We call them the determinants
of personality or the factors of personality. These determinants and factors of
personality can belong to very different categories like heredity, environment, family,
socialization process and situation etc. Many experts in behavioural sciences have
significantly contributed towards development of theories on personality. Freud
believed that human personality emerges due to a conflict between our aggressive and
pleasure seeking biological impulses and the internalized social restraints against them.
Carl Jung proposed that the deepest part of one‘s psyche comprises the collective
unconscious. It is a set of influences inherited from our family and the human race.
Attitudes are evaluative statements either favourable or unfavourable concerning
objects, people or events and are a persistent tendency to feel and behave in a particular
way toward some object. A person may have a multitude of attitudes, but for the
purpose of our study let us know about the job-related attitudes. These job-related
attitudes are positive or negative evaluations held by employees about various aspects
of their work environment. Essentially, there are three important attitudes concerned
with job: job satisfaction, job involvement, and organizational commitment.
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3.10






3.11

KEY TERMS
Personality
Id
Ego
Super ego
Attitude
Cognitions
CHECK YOUR PROGRESS
1. Explain Sigmund Freud‘s theory of personality in your own words.
_________________________________________________________
_________________________________________________________
_________________________________________________________
_________________________________________________________
2. Describe organizational commitment as a major component of attitude.
_________________________________________________________
_________________________________________________________
_________________________________________________________
_________________________________________________________

3.12

FURTHER READINGS
1. S. S. Khanka, Organization Behavior, S. Chand and Co. Ltd, New Delhi.
2. Uma Sekaran, Organization Behaviours, The Mc Graw –Hill Company,
New Delhi.
3. Keith Davis, Human Behaviour at Work - M.cGraw Hill Book Co., New
Delhi.
4. LM Prasad, Organization Behaviour, S. Chand and Co. Ltd, New Delhi.

3.13

MODEL QUESTIONS
1. Define personality. What are the determinants of personality?
2. Why attitude is considered so important for individuals? Substantiate
your arguments.
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UNIT-4

4.0

GROUP DYNAMICS & GROUP
COHESIVENESS
Unit Structure
4.1 Learning Objectives
4.2 Introduction
4.3 Definitions
4.4 Types of Groups
4.5 Why people join Groups
4.6 Stages of Group Development
4.7 Group Cohesiveness
4.8 Let’s Sum-up
4.9 Key Terms
4.10 Check Your Progress
4.11 Further Readings
4.12 Model Questions

4.1

LEARNING OBJECTIVES

After completion of the unit you should be able to:
 Define a group.
 Understand various types of groups.
 Explain why people join groups.
 Know the stages of group development.
 Understand the significance of group cohesiveness.
4.2

INTRODUCTION

Groups have been a central part of our day to day lives. At any given time, we are
members in many different groups such as family, student association, workgroups and
different clubs. A group is a collection of two or more individuals, interacting and
interdependent, who have come together to achieve a particular common objective.
According to D.H.Smith, ―A group is the largest set of two or more individuals who
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are jointly characterized by a network of relevant communication, a shared sense of
collective identity and one or more shared disposition with associated normative
strength. The above definition stresses the following points. Interaction Size Shared
goal interest Collective Identity.
4.3

DEFINITIONS

According to D.H.Smith, ―A group is the largest set of two or more individuals who
are jointly characterized by a network of relevant communication, a shared sense of
collective identity and one or more shared disposition with associated normative
strength‖.
4.4

TYPES OF GROUPS

Various methods are used to classify the types of groups that exist in our organizations.
In organizations, the predominant operating groups are the functional groups, task or
project groups and interest groups. In addition, groups are also classified as formal and
informal groups.
Formal groups:
Formal groups are collections of employees who are made to work together by
the organization to get the job done smoothly and efficiently. For example, if
five members are put together in a department to attend to customer complaints
they would be a formal group. The formal groups are those whose primary
purpose is facilitating, through member interactions, the attainment of the goals
of the organization .Task groups/project groups, command groups and
committees come under formal groups.
Task or Project Groups: When a number of employees are formally brought
together for the purpose of accomplishing a specific task – for a short-term or
long term period – such a collection of individuals is called a task or project
group. For example, the plant manager of a chemical processing plant may be
interested in identifying potential safety problems in the plant. To provide a
coordinated effort, the manager creates a four person task force consisting of
the production superintendent, maintenance superintendent, director of
engineering and the safety engineer. The group members will deliberate these
issues bring out suitable remediable measure for those safety problems within
a deadline period. If any problems are found, the plant manager may create
other task forces to work toward the elimination of the potential problems.
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These activities create a situation that encourages the members of the task force
to communicate, interact and to coordinate activities, if the purpose of the group
is to be accomplished.
Informal groups:
Informal groups are groups that emerge or randomly get formed due to the
formal group members’ interaction with each other, and thereby develop
common interest. For example, members who are showing interest in cricket
will join together and share and enjoy talking about the cricket games. Informal
groups provide a very important service by satisfying their members’ social
needs. Because of interactions that result from the close proximity of task
interactions, group members play cricket together, spending their tea breaks
together etc. Friendship groups, Interest groups and Reference groups come
under informal groups.
Interest and Friendship Groups:
The group members form relationships based on some common characteristics
such as age, political belief, or interests. Generally, it can be considered as
informal group. Employees who joined together to have their fringe benefits
continued to have its implementation, to support a peer who has been fired, or
to seek more festival holidays etc. they tend to unite together to further their
common interest. Groups often develop because the individual members have
one or more common characteristics. This is called friendship groups. For
example, recreation clubs, social groups etc. Management usually doesn‘t have
any control over these informal groups.
4.5

WHY PEOPLE JOIN GROUPS

The most popular reasons for joining a group are related to our needs for security,
identity, affiliation, power and engaging in common tasks. Protection of common and
individual Interest: By joining a group, members can reduce the insecurity of being
alone. The membership will make them feel stronger, gaining resistant to threats,
having fewer self-doubts etc. New employees are particularly vulnerable to a sense of
isolation and turn to the group for guidance and support. Employees develop a sense of
security at personal as well as professional front by joining groups. Status: Inclusion in
a group that is viewed as important by others provides recognition and status for its
members. Being a member of Rotary Club, the members feel pride and gain status and
recognition. Self-Esteem: Groups can provide people with feelings of self-worth. That
is, in addition to conveying status to those outside the group, membership can also give
increased feelings of worth to the group members themselves. The self-esteem is
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bolstered when members are accepted by a highly valued group. Being assigned to a
task force whose purpose is to review and make recommendations for the location of
the company‘s new corporate headquarters can fulfill one‘s intrinsic needs for
competence and growth. Affiliation: Groups can fulfill social needs. People enjoy the
regular interaction that comes with group membership. For many people, these on-thejob interactions at work are the primary source for fulfilling their needs for affiliation.
Power: For individuals who desire to influence others, groups can offer power without
a formal position of authority in the organization. As a group leader he or she may be
able to make requests of group members and obtain compliance without any of the
responsibilities that traditionally go either formal managerial position. Goal
Achievement: There are times when it takes more than one person to accomplish a
particular task- there is a need to pool talents, knowledge in order to complete a job. In
such instances, management will rely on the use of a formal group.
4.6

STAGES OF GROUP DEVELOPMENT

Forming
At this stage, group members try to comprehend where they stand in the group and how
they are being perceived by others in the group. The members are very cautious in their
interactions with each other and the relationships among the group members are very
superficial. Members seldom express their feelings in the group and the individual
members who are trying to understand who they are in the group have concerns about
how they will fit in the group as permanent group members. This is characterized by
much uncertainty about group‘s purpose, structure and leadership. Members are testing

Odisha State Open University, Sambalpur

Page 38

the waters’ to determine what types of behaviour are acceptable. This stage is complete
when members have begun to think of themselves as part of a group.
Storming
At this stage, disagreement tends to get expressed among the group members, and
feelings of anxiety and resentment are also expressed. Some power struggle may ensure
at this stage to determine who should assume the informal leadership role in the group.
This storming stage is also known as the sub-grouping and confrontation. This group
is characterized by intra-group conflict. Members accept the existence of the group, but
there is resistance to the control the group imposes on individuality. There is sometimes
conflict over who will control the group. When this stage is complete, there will be a
relatively clear hierarchy of leadership within the group.
Norming
This stage is characterized by close relationships and cohesiveness. The group sets
norms, tries to attain some degree of cohesiveness, understands the goals of the group,
starts making good decision, expresses feelings openly and makes attempts to resolve
problems and attain group effectiveness. At this stage, members’ roles get defined, and
task and maintenance roles are assumed by group members. Group members’ also
begin to express satisfaction and confidence about being members of the group.
Performing
This stage is characterized by collaboration and integration. The group members
evaluate their performance so that the members develop and grow. The group
relationships and structures are set and accepted. Group energy has moved from getting
to know and understand each other, to performing the task at hand. Feelings are
expressed at this stage without fear, leadership roles shared among the members, and
the group members’ activities are highly co-coordinated. The task and maintenance
roles are played very effectively. The task performance levels are high and member
satisfaction, pride and commitment to the group also high. Both performance and
members’ satisfaction are sustained indefinitely.
Adjourning
This stage is characterized by concern with wrapping up activities rather than task
performance. The group prepares for its disbandment. High task performance is no
longer the group‘s top priority. Instead, attention is directed towards finalizing
activities. As the group approaches the terminal phase, members break off their bonds
of affection and stop interaction with each other. Responses of group members vary in
this state. Some feel pride in what the group has accomplished. Others may be negative
and critical of the way the organization has treated the group and others may be sad
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over the loss of friendship gained during the life of the work groups. These five stages
of group development are only a suggestive and not prescriptive. Sometimes, groups
do not always proceed clearly from one stage to the next. Sometimes, several stages go
on simultaneously as when groups are storming and performing at the same time. Under
some conditions, high levels of conflict are conducive to high group performance.
4.7

GROUP COHESIVENESS

Cohesion refers to the extent of unity in the group and is reflected in the members’
conformity to the norms of the group, feelings of attraction for each other, and wanting
to be co-members of the group. Attraction, cohesion and conforming to norms are all
intertwined. The more the members feel attracted to the group, the greater will be the
group cohesion. The greater the cohesion, the greater the influence of group members
to persuade one another to conform to the group norms. The greater the conformity, the
greater the identification of the members with the group, and the greater the group
cohesion. Cohesive groups work together to achieve the group goals. They can be
considered as valuable assets to the organization if the group‘s goals coincide with the
organization‘s goals. Factors increasing Cohesiveness: The following factors can
facilitate to increase the cohesiveness of the work group.
Common consent on Group Goals
If the group agrees on the purpose and direction of its activities, this will serve
to bind the group together and structure interaction patterns towards successful
goal accomplishment.
Frequent Interactions
When group member have the opportunity to interact frequently with each
other, the probability for closeness to develop will increase. Managers can
provide opportunities for increased group interaction by calling frequent formal
and informal meetings, providing a common meetings place or physically
designing the facilities so that group members are within sight of one another.
Personal Attractiveness
Cohesiveness is enhanced when members are attractive to one another if mutual
trust and support already exists. Personal attraction also helps group members
to overcome obstacles to goal accomplishment and personal growth and
development.
Inter-group Competition
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Competition with other groups, both written and external to the organization is
a mechanism that acts to bring groups closer together for attaining a common
purpose.
Favourable Evaluation
If a group has performed in an outstanding manner, some recognition for its
performance by management serves to elevate the prestige of the group in the
eyes of the group members and other members of the group. Favourable
evaluation helps make group members feel proud about being members of the
group.
Group Size
As the size of the group increases, the frequency of interaction between
members decreases, thus decreasing the probability of maintaining
cohesiveness. Past studies have shown the groups of four to six members
provide the best opportunity for interaction.
Pleasant experiences with the group
When group members are attracted to each other or there is a full trust and
cooperation, interaction may become a pleasant experience resulting in high
level of cohesiveness in the group.
Lack of Domination
When one or few members dominate the group, cohesiveness cannot adequately
develop. Such behaviour can create smaller ―cliques‖ within the group or
identify individual members as isolates or deviates.
Gender of Members
It is reported that women tend to have greater cohesion than men. A possible
reason is that women are more likely to be feeling types than thinking types.
Previous Success
If a group has a history of success, it builds an espirit de corps that attracts and
unites members. Successful organizations find it easier to attract and hire new
employees than unsuccessful ones.
Humour
Humour has been linked to increased cohesion in several studies. It is reported
that the greater the cohesion, the greater the influence of the group over the
behaviour of members and subsequently group performance.
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As groups are composed of individuals who are attracted to the goals of the
group and to each other, one would expect to find a strong relationship between
cohesiveness and group performance. The major difference between highly
cohesive and low cohesive groups would be how closely members conformed
to the group norms. Further, the group performance would be influenced not
only by cohesion, but by the level of group norms.
Group Decision Making
Decisions made by the members of the group in a collective way is known as
group decision making. Groups offer excellent techniques for performing many
of the steps in the decision making process. If the group is composed of
individuals with diverse backgrounds, the alternatives generated should be
more extensive and the analysis will be more critical.
Advantages of Group Decision-making:
The following aspects identified the main advantages that groups offer over
individuals in the making of decisions.
 More information and knowledge: By aggregating the resources of
several individuals, the group brings more input into the decision
process.
 Increased diversity of views: Group brings heterogeneity to the
decision-making process and this opens up the opportunity for more
approaches and alternatives to be considered.
 Increased acceptance of a solution: The group acceptance facilitates
higher satisfaction among those employees required to implement it.
 Increased legitimacy: The group decision making process is consistent
with demographic ideals and therefore may be perceived as being more
legitimate than decisions made by an individual.
Limitations of group decision making:
 Time-consuming: It takes time to assemble a group.
 Pressures to conform: The desire by group members to be accepted and
considered as an asset to the group can result in squashing any overt
disagreement, thus encouraging conformity among viewpoints.
 Domination by the few: Few people will try to dominate the group
discussion. If such people are happened to be mediocre, the group
overall effectiveness will suffer.
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4.8

Ambiguous responsibility: In group decision, the responsibility of any
single member is reduced.

LET’S SUM-UP

A group is a collection of two or more individuals, interacting and interdependent, who
have come together to achieve a particular common objective. You could know about
various types of groups and relate the same to your work situations to which you
belong.
Members join with different groups depending on their needs and choices. All the
group members generally come across the various stages of group development like
forming, storming, norming, performing and adjoining. Cohesive groups work together
to achieve the group goals. They can be considered as valuable assets to the
organization if the group‘s goals coincide with the organization‘s goals.
4.9

KEY TERMS





4.10

Group
Group dynamics
Group development
Group cohesiveness

CHECK YOUR PROGRESS
1.

What do you mean by a group? How groups can contribute towards
performance in organizations?
_________________________________________________________
_________________________________________________________
_________________________________________________________
_________________________________________________________

2.

Explain the various types of groups in an organization.
_________________________________________________________
_________________________________________________________
_________________________________________________________
_________________________________________________________
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4.11

FURTHER READINGS
1.
2.
3.
4.

4.12

SS Khanka Organization Behavior, S. Chand and Co. Ltd, New Delhi.
Uma Sekaran Organization Behaviours, The Mc Graw –Hill Company,
New Delhi.
Keith Davis, Human Behaviour at Work - M.cGraw Hill Book Co., New
Delhi.
LM Prasad, Organization Behaviour, S. Chand and Co. Ltd, New Delhi.

MODEL QUESTIONS
1.
2.

What do you mean by group dynamics? Why is it considered to be so
important for organizational performance?
Identify the major factors which contribute towards group cohesiveness
in organizations.
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UNIT-5
5.0

BUSINESS COMMUNICATION
Unit Structure
5.1 Learning Objectives
5.2 Introduction
5.3 Definitions
5.4 Scope and Importance of Business Communication
5.5 Dimensions of Business Communication
5.6 Business Communication Skills for effective Business Management
5.7 Let’s Sum-up
5.8 Key Terms
5.9 Check Your Progress
5.10 Further Readings
5.11 Model Questions

5.1

LEARNING OBJECTIVES

After completion of the unit, you should be able to:
 Explain the meaning, concept and definition of business communication.
 Describe scope and importance of business communication.
 Know the various dimensions of business communication.
5.2

INTRODUCTION

Business Communication is the nervous system of a business. Business cannot happen
in the dearth of communication. According to well-known professors William Pride,
Robert Hughes, and Jack Kapoor, business is 'the organized effort of individuals to
produce and sell, for a profit, the goods and services that satisfy society's needs.' A
business, then, is an organization which seeks to make a profit through individuals
working toward common goals. The goals of the business will vary based on the type
of business and the business strategy being used. Regardless of the preferred strategy,
businesses must provide a service, product, or good that meets a need of society in
some way. Now to run a business, business communication becomes inevitable.
Through communication, organizational goals are disseminated to the individuals

Odisha State Open University, Sambalpur

Page 45

working in the organization; management decisions are informed to the workers;
customers are made aware of the service, product, or goods sold by the organisation.
Therefore business communication acts as an information-flow and controlling system
for an organization.
The success of a business depends on the efficacy of business communication, because
in business communication, transaction occurs between two or more parties to
exchange business related information. These parties can be the management, the
government, the workers, the managers, the customers, the shareholders and so on.
Business communication takes place in various contexts-whether making a business
presentation, conducting a meeting, mediating a dispute, writing up a mail, or
negotiating a business deal. For example, a company like Amway uses presentation as
the mode of information among a close-knit group of customers. Most of the FMCG
(fast moving consumer goods) companies resort to TV advertising to make consumers
aware of their products. To communicate a managerial decision, a manager may use an
office order mail. An entrepreneur may send in a proposal to the government to get
approval for a start-up. All of these are formats of business communication.
Business Communication is both a necessary and a challenging aspect of business life.
A business may be the most innovative and efficient enterprise in its area but in order
to sustain and survive, it must be able to communicate the value of its products and
services to existing and potential customers. At the same time, the business should
also be able to integrate all its internal stakeholders through its vision and mission so
that the desired objectives may be achieved. It is appropriate to quote Mr. Kumar
Mangalam Birla, Chairperson, Aditya Birla Group, “It is a reality that is either ignored
by a large number of managers or if accepted, it is given a low priority in the event of
things. My interactions with thousands of professionals both men and women over a
period of time has led me to believe that communication plays a key role in the success
of any human endeavour, whether it is personal or professional. Failure of any human
effort is not so much a matter .of lack of efficiency or competence than a matter of poor
communication. This is more true in business than in any other human activity…”
Thus, effective business communication skills are the prerequisites to business
success because individuals involved in business increasingly face an information
overload and shorter time spans within which they are required to organize their ideas
and communicate them clearly and concisely. Business communication skills can act
as the magic wand that can help managers render their services with utmost sincerity
and efficiency.
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The changes that have taken place in the business world reflect several developments
in the way business communication skills are viewed. In fact, there has been a shift in
perspective, so that business communication skills take priority over core professional
skills. It is also true that professional knowledge is as important as communications
skills but knowledge of highly sophisticated technical or professional courses will be
useless if managers do not know how to communicate with others about the information
and insights which result from the use and application of these technical and
professional skills.
5.3

DEFINITIONS

Communication is the lifeblood of an organization. People in organizations typically
spend over 75% of their office time in an interpersonal situation. As poor
communication is at the root of a large number of organizational problems,
organizations with effective communication dramatically outpace others. Thus,
effective communication is an essential component of organizational effectiveness
and thereby one of the top drivers of organizational success.
Communication means sharing or exchange of thoughts or ideas. Oxford Dictionary
defines communication as, “the transfer or conveying of meaning”.
Communication is transfer of information from one person to another, whether or not
it elicits confidence. But the information transferred must be understandable to the
receiver –G.G. Brown
Communication is the intercourse by words, letters or messages- Fred G. Meyer
According to Brennan, Business communication is the expression, channelling,
receiving and interchanging of ideas in commerce and industry.
Communication is the art of being understood- Peter Ustinov
Most of the scholars use a working definition of communication that is
“Communication is a process of sharing or exchange of ideas, information, knowledge,
attitude or feeling among two or more persons through certain signs and symbols or
language- as you may call it”.
Business Dictionary defines communication as a “two-way process of reaching mutual
understanding, in which participants not only exchange (encode-decode) information
but also create and share meaning.” It defines business communication as, “The sharing
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of information between people within an enterprise that is performed for the
commercial benefit of the organization. In addition, business communication can also
refer to how a company shares information to promote its product or services to
potential consumers.”
Business communication can be defined as sharing of information between people
within and outside the organization that is performed for the commercial benefit of the
organization. It can also be defined as relaying of information within a business by its
people. (Wikipedia)
5.4

SCOPE AND IMPORTANCE OF BUSINESS COMMUNICATION

Business communication is a process where business related information, message,
news, etc. are exchanged among buyers, sellers, producers, suppliers, competitors,
government agencies etc. Business communication is essential to perform management
functions and to ensure organizational success.
5.4.1

Scope of business communication
Scope of business communication means the normal functioning area of
this subject. Since communication is essential in every sphere of human
life, its scope is wide and pervasive. From cradle to grave, human beings
are somehow engaged in communication. No one can pass even a day
without communication. Similarly, an organisation cannot function
without business communication. The following is the scope of business
communication:
1.
Communication in business activities: In this post- modern age,
we cannot think of business without communication.
Communication is the lifeblood of business as it provides
necessary information in formulating business plans and
policies. It also ensures effective performance of business
activities like production, distribution, finance, warehousing etc.
Thus, ultimate success of the business depends on successful
communication.
2.
Communication in management: Management is the means of
achieving organizational goals. Efficiency and effectiveness of
management depend on effective communication with the
various internal and external parties. Every function of
management depends on communication. In fact, without
information plans cannot be formulated, activities cannot be
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3.

4.

5.

6.

7.

8.

5.4.2

organized, directives cannot be issued and control cannot be
ensured.
Communication in industrial relations: Industrial relation means
a labor management relationship in the industry or in an
organization. Congenial industrial relation is a precondition for
business success. On the other hand, free and fair
communication is a pre-requisite for creating good industrial
relation. Free flow of information lessens doubt, confusion and
controversies between workers and management. As a result,
harmonious relationship develops in the organization.
Communication in Decision Making: Managers have to take
decisions on various issues daily. Proper information is vital to
make perfect decision and Communication plays pivotal role
here by supplying relevant information.
Communication in international relations: This is the age of
globalization and due to tremendous development in
communication; the entire world is viewed as a single village
(global village). Changes are taking place all over the world and
in order to cope with the latest developments of the world every
organization is expected to communicate with different quarters
very rapidly. The diplomatic, economic and trade relations
between and among nations in the international arena are based
on effective and efficient Business Communication.
Communication in Publicity: In this world of information, every
organization is keen to advertise itself through some distinctive
ways. By Communicating with concerned parties an
organization does publicity also.
Communication in cross-cultural environment: Business
environment has widened its perspectives. And now people of
various cultures are working in an organisation giving scope for
people to work and communicate in a cross cultural
environment.
Communication in media: Business is closely connected to the
media. Media is used to inform people about the business, the
product or the services offered. This is done through newspaper,
TV, radio, or social media. Thus, business communication has
scope in this sector while dealing in advertising, media planning
and marketing.

Business Communication
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Business Communication is very important for any organisation. The
following points highlight the importance of communication:
1.
Exchanging information: Communication is mainly the
exchange of information between two or more parties. Through
communication, organizations exchange information with
internal and external parties. Communication also brings
dynamism in organizational activities and helps in attaining
goals.
2.
Preparing plans and policies: Communication helps in preparing
organizational plans and policies. Realistic plans and policies
require adequate and relevant information. The managers collect
required information from reliable sources through
communication.
3.
Execution of plans and policies: For timely implementation of
plans and policies, managers must disseminate those in the
whole organization. In order to disseminate the plans and
policies to the internal and external parties, managers rely on
communication.
4.
Increasing employee’s efficiency: Communication also helps in
increasing the efficiency of employees. With the help of
communication, organizational objectives, plans, policies, rules,
directives and other complex matters explain to the employees
that broaden their knowledge and thus help them to be efficient.
5.
Achieving goals: Effective communication helps the employees
at all levels to be conscious and attentive. It ensures timely
accomplishment of jobs and easy achievement of goals.
6.
Solving problems: Through various communication channels,
the managers can be informed of various routine and non-time
problems of the organization and accordingly they take the
necessary actions of steps to solve the problems.
7.
Making decisions: Making timely decisions requires updated
information. Through effective communication, managers can
collect information from different corners and can make the
right decisions.
8.
Improving industrial relation: Industrial relation is the relation
between workers and management in the workplace. Good
industrial relation is always desired for business success.
Communication plays a vital role in creating and maintaining
good industrial relation.
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9.

10.

11.

12.

Publicity of goods and services: In the modern age, business is
becoming highly competitive. Almost very competing
manufacturer produces products of common consumption.
However, all of them cannot sell equally well. The organization
that can communicate better, can also sell better.
Removing controversies: Effective communication allows
smooth flow of information among various parties involved in
the negotiation or transaction. As a result, conflicts,
controversies and disagreements can be resolved easily.
Enhancing employee satisfaction: If there is free and fair flow of
information in the organization, it will certainly bring mutual
understanding between management and workers. Such
understanding enhances the satisfaction of employees.
Enhancing loyalty: Effective communication helps the
managers to be aware of the performance of their subordinates.
In such a situation, the subordinates try to show their good
performance. Later on, if management praises their
performance, it will enhance employees’ loyalty.

Thus, business communication serves as the link between all the departments and
functions of the organisation. Communication has many dimensions. These dimensions
make communication in an organisation effective and efficient.
5.5

DIMENSIONS OF BUSINESS COMMUNICATION

There are various dimensions of communication. It can be based on use of language1.
Verbal and non-verbal; 2.Oral or written based on mode of expression; 3.Formal and
informal based on relationship; 4.Upward, downward, horizontal or diagonal based on
organisational structure; and 5.Interpersonal, group or mass based on number of people
involved in the process of communication.
Dimension 1: Verbal and non-verbal based on use of language;
Dimension 2: Oral or written or audio-visual based on the medium used;
Dimension 3: Formal and informal based on the channel;
Dimension 4: Upward, downward, horizontal or diagonal based on formal
organisational structure;
Dimension 5: Interpersonal, group or mass based on number of people involved
in the process of communication.
Verbal and Nonverbal Communication
Odisha State Open University, Sambalpur

Page 51

Verbal communication consists of words. It is not only oral but also written.
Generally, people consider oral communication synonymous to verbal
communication. Well, it is because one of the meanings of “verbal” is “oral” in
the dictionary. Verbal communication can be broadly categorized into speech
and writing. Speech communication includes face-to-face conversation, talking
over the phone, public address, presentations, meetings and so on. Written
communication involves writing letters, emails, memos, proposals, reports and
the like.
According to various surveys conducted across globe, about 80% of the time a
manger in the organisation spends communicating with others. And most of the
communication is oral in nature which is assisted by nonverbal communication.
As discussed earlier, verbal communication uses “words” or “language” for
disseminating information whereas, nonverbal communication does not. For
example the expression “Parking Area” is verbal, but “
a symbol.

” is nonverbal as it is

Nonverbal communication basically unveils an individual’s behaviour. It
reflects the personality and temperament of a person. Therefore, managers are
expected to understand the meaning of nonverbal cues- singular and clusters.
Nonverbal cues consist of kinesics, proxemics, paralanguage, sign language,
time language, object language, action, silence, and demonstration.
Body language is into two categories namely, Kinesics and Postures. Some
scholars from the U.S have tried to develop a vocabulary of body language
called kinesics. This is based on the supposition that body movements may also
generate a vocabulary of communication, unique to each culture. Thus, kinesics
can be studied through facial expression, gestures, eye contact, appearance,
space, tactile and odour.
Facial expressions convey a lot more information than words can ever say. A
frown on the face shows discontent, a smile shows joy, engrossed look with
palm on the chin shows thinking and red face with a stern look and clipped lips
under teeth conveys anger. These instances prove how important are facial
expressions for effective communication.
Gestures are expressions communicated through body movements especially
with the help of hands, neck and shoulder. Curling of the fingers in and out at
someone means “come here”, waving of hand means “good bye” etc…Gestures
have different meanings in different cultures. Smile and cry are the only
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universal gestures that human beings across globe use to express pleasure and
despair respectively.
Eye contact is quite helpful in learning about a person. Looking at someone in
a face-to-face discussion usually refers to looking into the eyes of person. The
eyes along with the eyebrows, eyelids and pupils convey feelings of people. For
example, raised eyebrows with dilated pupils show that the person is surprised,
excited or frightened.
Appearance includes the body structure, shape and posture. People with heads
held high with a straight body posture are considered to have a good personality.
These people are perceived as ones with great integrity, confidence and selfrespect as against ones who bow their heads down or keep leaning. Body shapes
also create an impression on the on-looker. Fat and soft people, often evoke
laughter as they are perceived as lazy and inactive. Tall, thin and youthful
people are accepted better in the society than their fatter counterparts.
The distance between persons conversing face-to-face can be divided into
intimate, personal, social and public space. According to Edward. T. Hall, social
scientist, intimate distance is from physical contact to 18” (between close
friends and relatives), personal distance is from 18” to 4’ (between comrades,
peers etc…), social distance is from 4’ to 12’ (between officials of various
cadres) and public distance is 12’ and above (while communicating with a large
audience). This type of space distancing between people is called proxemics.
Touch is also a non-verbal form of communication. This referred to as haptic.
While shaking hands with a stranger, one can realize whether the person is
tough, warm, gentle or flirtatious. This can be made out through touch. A child
reciprocates well to its mother’s touch, whereas it retaliates when the touch
sounds unfamiliar. Thus, touch is an integral part of communication that can
help understand a person better.
Many cultures in the world have often emphasized the importance of smell
(olfactics) in knowing about an individual’s personality. This is included in the
nonverbal communication as odour. With the western corporate culture
growing, people are getting used to various kinds of deodorants to hide their
body smell. In few cultures fragrance is an important part of one’s personality
like in middle-east Asian countries. In India too, women are supposed to
possess sweet smell to depict their gentle nature.
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Posture is a part of body language. It has been discussed in brief in the section
“appearance”. Posture is not just an aspect of appearance, but is an effective
form of non-verbal communication. Standing erect with straightened shoulders
communicates that the person is dynamic and active. At the same time, a person
with leaning back and drooping shoulders appears to be lazy. Similarly sitting
postures also effect communication. These examples can be visualized in a
seminar situation. If the speaker is leaning or bending, audience loses interest
very easily. But if the speaker is maintaining a straight posture, the audience
appears active.
Paralanguage
Para means “like”. Paralanguage refers to the manner in which language is
spoken. To understand this better, let us consider this sentence- “She is clever”.
This sentence can be spoken in different waysa)
She is \clever. (Fall in the tone indicates a statement.)
b)
She is clever. (Rise in the tone indicates a question.)
c)
She is ˇclever. (Fall- rise tone indicates that the speaker is
implying something that is not spoken.)
Thus, paralanguage is the “how” in spoken language, while the words and
sentences are a part of “what” in oral communication. Paralanguage includes
voice, volume, speed, stress, intonation, pitch and pause. This is quite apparent
when we listen to a speech. The voice quality attracts us to the speaker. For
example, voice of the famous film star Amitabh Bachchan attracts audience due
to its clarity, modulation and depth. Volume and speed are also important in
oral communication. Loudness of voice, usually, depends on the audience a
speaker addresses. Any unusual use of loudness can lead to poor
communication.
Object Language
The objects that people possess have a language of their own. This includes the
dress that is worn, the accessories and other possessions that are carried or
exhibited. For example, one can make out that a person is a lawyer or a doctor
by his or her overcoat. People wearing watch are considered to be time
conscious and those with gorgeous ornaments are perceived to be rich.
Similarly clean dress with polished shoes is a symbol of smartness. Thus,
objects and dresses communicate about a person and cannot be neglected as
petty things.
Time Language
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“Time and tide wait for none”- this an age old saying and so people who respect
time communicate sincerity, discipline and alertness. Time is also equated with
money. A latecomer is not perceived to be sincere and people avoid giving such
a person responsible tasks. Similarly procrastination is considered to be a
symbol of irresponsibility. Thus, time communicates about a person’s nature. It
is also true that the importance that we attribute to time is culture specific. In
western culture, there is nothing more important than time. But in Indian
culture, we have a relaxed attitude to time.
Sign Language
Signs and symbols are the most primitive forms of communication. The cave
paintings by early man are examples that our ancestors used signs and symbols
to express themselves in times, as early as, the Stone Age. The sign language is
a part of modern day communication also. The visual or graphical signs like no
parking, no smoking, traffic lights etc… are good examples of modern day sign
language.
Sign language can be visual and audio. All the pictorial, graphical and physical
representations come under sign language. Even the gestures meant to
communicate with people who are hearing impaired come under sign language.
The jingle associated with a particular object, organisation or person is an
example of audio sign language. Fire alarm, police siren or siren of the
ambulance communicate emergency. Thus, signs and symbols are an important
part of nonverbal communication.
Action, Silence and Demonstration
Action language is a combination of body language and other forms of nonverbal communication. When we see a man, from a distance, with a spade in
his hand and going up and down with the spade, we can make out that he is
digging. We guess that because of his action. Various forms of dances and
dramas are examples of action language. In a corporate situation, effectiveness
of communication is judged by the following course of action. Thus, action is
vital form of communication.
Silence is also a form of communication. Though silence is interpreted in
different ways in different circumstances, nevertheless it is very important for
proper understanding. Silence while working means concentration and
discipline. Silence in a funeral is respect. Silence in a work place without any
work means protest. Silence of an accused in the court room is acceptance of
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guilt, and silence of the top management on the bonus issue means nonacceptance. Thus, silence communicates.
Pictorial demonstration in the manual that is given with electronic equipment
helps in learning the operation of the equipment. Most of the time, pictorial
instructions are understood better than the written instructions. This is a form
of non-verbal communication that is demonstration. Demonstration can be of
two types viz pictorial or graphical and physical. Physical demonstration is
done under simulated situation. Demonstrating an operation in the operation
theatre or a director enacting a character for the benefit of the actor, are
examples of live or physical demonstration. Salespersons display and
demonstrate their products in kiosks along pedestrian paths, office exits and
petrol pumps. This is done to give customers a first-hand experience of the
product and lure them into buying the product. Test drives are excellent
examples of live demonstration.
Formal and Informal Communication
Expressions can also be formal or informal based on the way they are uttered.
These differences come into being due to proximity, nature of interaction
(scheduled or unscheduled) and mode of transmission of the messages. Formal
communication, as the word suggests, is more organised and has official
sanction. On the contrary, informal communication, also called the grapevine,
is unplanned and emerges from informal relationship people share. So while
meetings, planned discussions, extending courtesy and the like are formal forms
of communication, gossip, idle talk, personal chats and unscheduled exchanges
are informal forms.
The degree of formality in the choice of words used in a piece of conversation
also gets affected by situation and relationship. “All participants are requested
to go upstairs” is a formal expression whilst “up you go chaps” is informal.
Communication is not always formal. In fact informal communication is far
more active in the workplaces than formal communication. According to a
study conducted by Whittaker, people at workplace spend between 25% to 70%
in face-to face conversations, and about 88% to 93% in unscheduled
communication. This shows the widespread prevalence of informal
communication in corporate houses.
As per a research study conducted by J. David Johnson the difference between
formal and informal communication can be cited as, “informal communication
usually does not follow the organisational chart and tends to be more personal,
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for example, work-related discussions with co-workers, calling friends in
another work unit on how to handle a work problem, etc. Formal
communication is considered to be “official” such as oral communication up
and down the organisational chart and written communication contained in
formal memoranda and departmental directives.”
Interpersonal, Group and Mass Communication
Communication can be interpersonal or mass depending on the number
participants involved. It also depends on the factors like sense of immediacy,
intimacy, involved tone, shared knowledge and experience. Interpersonal
communication essentially has clearly defined communicators whereas mass
communication includes one and all without much ado about specific
identification. Therefore, a face-to-face interaction is interpersonal and a news
telecast or broadcast is mass communication. A letter for a specific audience is
interpersonal and a newspaper article is mass communication.
In an organisational situation, memos, office orders, letters and circulars can be
tagged as interpersonal communiqué. Advertisements, publicity and
promotional materials are for mass information and thus they are referred to as
mass communication.
Group communication refers to involvement of more than two persons in the
process of communication. It relates to transactions among the members of the
group who are required to be involved in the process and the communication is
incomplete without their participation. Meetings, group discussions, panel
discussions and conferences etc… are examples of group communication.
Informal group interaction in organisations is also group communication. A
cohesive group makes a team only if the communication among the members
is open and transparent.
Upward, Downward, Diagonal and Horizontal Communication
Organisational Communication could be internal operational or external
operational depending on whether the audience is staff or external public.
Organisational Communication could be internal operational or external
operational depending on whether the audience is staff or external public.
Depending on the organisational structure, communication could be upward,
downward, horizontal or diagonal. Upward relates to communication from the
lower levels of hierarchy to the upper levels; downward is from upper level to
lower level hierarchy; horizontal communication takes place among peers, and
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diagonal communication takes place across levels and departments. For
instance, communication from Vice President (VP) to President is upward
communication, and President to VP is downward communication. When VP
Marketing communicates with VP Sales or VP Production, it is horizontal
communication. Sales Manager communicating with Accounts Officer is an
example of diagonal communication.

Fig: Hierarchical Communication in an Organisation
Formal channel of communication in an organisation is based on the
organisational philosophy, policies and structure (as discussed in the previous
section). Formal channel can be upward, downward, horizontal and diagonal.
This is the way a piece of communication moves in an organisation. But it is
not all, since communication is not always one to one. It can be in a group, or
its movement can be at various levels. For example, a sales representative
reporting to the District Manager and Sales Manager at the same time can be
considered as upward communication but this description is not complete in
itself.
Informal channel of communication, also called the grapevine. It is
characterized by proximity between persons, perception of members as reliable
or knowledgeable, friendship and trust between one another, getting to know
each other outside the workplace, and see each other at time when informal
communication network is needed. It is unsanctioned communication and
usually releases stress while persons are at work. It is important because it gives
an opportunity to build relationship among the employees.
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5.6

BUSINESS COMMUNICATION SKILLS FOR EFFECTIVE BUSINESS
MANAGEMENT

Business communication skill is the ability, an individual displays in effectively
dealing with clients, colleagues, subordinates, and supervisors in a professional
manner.
Communication skills are generally understood to be the art or technique of persuasion
through the use of oral language and written language. To understand the basic of
communication skills, one needs to understand that communication is one of key skills
that is needed by one and all in an organisation. It includes vast experience, actions and
events; also a variety of happenings and dealings, as well as use of different
technologies. This includes formal meeting, seminars, workshops, trade fairs, etc. Then
there are communications through media such as radio, TV, newspapers, websites
etc…
Communication is generally classified into four basic categories like, Verbal and nonverbal; Technological and non-technological; Mediated and non-mediated;
Participatory and non-participatory. However, the commonly known types of
communications are:
a)

b)

Intra-personal communication skills: This implies individual reflection,
contemplation and meditation. One example of this is transcendental
meditation. According to the experts this type of communication
encompasses communicating with the divine and with spirits in the form
of prayers and rites and rituals.
Interpersonal communication skills: This is direct, face-to-face
communication that occurs between two persons. It is essentially a
dialogue or a conversation between two or more people. It is personal,
direct, as well as intimate and permits maximum interaction through
words and gestures.

Interpersonal communications maybe:
Focused Interactions: This primarily results from an actual encounter between
two persons. This implies that the two persons involved are completely aware
of the communication happening between them. Examples include, discussions,
meetings etc… Unfocused interactions: This occurs when one simply observes
or listens to persons with whom one is not conversing. This usually occurs while
walking past office, departments, canteen etc…
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c)

Non-verbal communication skills : This includes aspects such as body
language, gestures, facial expressions, eye contact, etc., which also
become a part of the communicating process; as well as the written and
typed modes of communications.

Mass communication skills: This is generally identified with tools of modern
mass media, which includes: books, the press, cinema, television, radio, website
etc. It is a means of conveying messages to an entire populace.
d)

Presentation skills: Presentations skills and public speaking skills are
very useful in many aspects of work and life. Effective presentations
and public speaking skills are important in business, sales and selling,
training, teaching, lecturing, and generally feeling comfortable speaking
to a group of people.

Apart from this, basic language skills are essential for business communication. These
skills are listening, speaking, reading and writing.
Listening skills
Supervisors spend a good deal of their workday in activities that involve
listening. Like attending meetings, briefings, and lectures; giving instructions;
receiving instructions; sharing information with management and employees;
receiving information from co – workers; making decisions based on
conversations; marketing products or services; supervising others; interacting
with guests to provide services; providing services for groups or departments;
giving presentations; using the telephone and so on.
A good listener is an active listener. That is, the listener is an active participant
in the communication process. He or she is involved verbally, nonverbally,
mentally and physically in the communication.
Speaking skills
Speech is for others to understand. The confusion and misunderstanding in
conversation are due to ineffective, faulty and vague speech. Speaking a
language intelligibly is essential because speech is effective only if the listener
has understood it. In an organisational situation, speech is used in
conversations, discussions, and for addressing the public/ large gatherings. To
speak language intelligibly, one needs to take care of the following points:
To speak language intelligibly, one needs to take care of the following points:
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Learn the Language Right: It is important to know the language in which
one intends to communicate. Learning the language means; learning its
vocabulary, word usage, phrases, structures, grammar, idioms and so
on.
Audibility of Voice: Different situations demand different speech
quality. It means that while a loud voice is appropriate in a motivational
speech, a soft voice is highly called for in a condolence speech.
Controlling Pace: The pace of the speech should be as per the
requirement. For instance, a running commentary needs to be fast-paced
whereas a board room presentation needs to be poised. One needs to
show restraint.
Bringing out the Meaning: Even when voice and words are easily and
suitably audible, the meaning of what is said may not be conveyed. For
instance, if a manager instructs the employees to prepare for a meeting
in these lines, “let the floor of the room look like a newly-wed bride
draped in a bright red sari”, the employees may not understand the
analogy. They may also find it absurd. The manager may just say, “Place
red carpet in the meeting room, and ensure that the colour of the carpet
is bright red.” Speaking should bring out the meaning of the message. It
should not sound valueless.
Sincerity: A speech, if it is to sound sincere, must be stimulated by
thought, feeling and imagination. Feelings cannot be mimed. Thoughts
cannot be stolen. And imagination cannot be replicated. People
appreciate genuine feelings, good thoughts and pleasant imaginations.
Novel ideas and sincere efforts are never ignored. Therefore, one should
speak with full sincerity.
Tone: Tone is the quality of sound or voice. Tone indicates the speaker’s
attitude towards a message and the response sought from the listeners.
The word choice, paragraphs, structure and the punctuations used while
writing are the perceived through tone in spoken language. Tone helps
to persuade, to influence, to gain goodwill and inspire confidence.
Selection of words also affects tone. Therefore, the speaker has to
choose the words carefully keeping the context and the audience in
view.
Opening and Closing Words: The opening message should carefully be
framed for the situation, audience, and the subject with appropriate
words and sentences to draw the attention of the listeners. The message
should flow as a single core-thought that keeps the audience engaged in
the speech. The ending of the speech should have a reverberating effect
so that the audience keeps recalling the speaker and his/her speech.
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Avoid use of Slang: “Slang” means words and phrases used very
informally in a speech, and not for formal and polite use. Appropriate
occasion is important for its use but should always be used with great
care. Generally they are used in the relation of a humorous anecdote in
a closed circle. For instance, a senior asks the subordinate, “How are
you”? The subordinate responds, “cool”. This is not appropriate. The
normal response would be “fine”, “okay” or “good”.
Reading Skills
Reading is generally considered as a passive skill. It is not considered much
important for managers by many people. But, that is not true. Reading is as
much essential as is speaking, listening or writing. A manager needs to read
letters, memos, circulars, office orders, proposals, legal notices and customer
complaints. It is necessary that the written documents are read purposefully and
understood correctly so that appropriate decisions may be taken. For example,
if a bank manager inappropriately comprehends a project proposal and
sanctions loan, there could be dire consequences that the manager would have
to face. Similarly, if a customer complaint is not understood properly, it may
result in a delayed action that could spread bad word of mouth about the
company.
Reading skills are specific abilities which enable a reader to read the written
form as meaningful language, to read anything written with independence,
comprehension and fluency, and to mentally interact with the message.
Strategies for quick and effective reading
 Previewing: reviewing titles, section headings, and photo captions to get
a sense of the structure and content of a reading selection
 Predicting: using knowledge of the subject matter to make predictions
about content and vocabulary and check comprehension; using
knowledge of the text type and purpose to make predictions about
discourse structure; using knowledge about the author to make
predictions about writing style, vocabulary, and content
 Skimming and scanning: using a quick survey of the text to get the main
idea, identify text structure, confirm or question predictions
 Guessing from context: using prior knowledge of the subject and the
ideas in the text as clues to the meanings of unknown words, instead of
stopping to look them up.
 Paraphrasing: stopping at the end of a section to check comprehension
by restating the information and ideas in the text.
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Writing Skills
Writing is a Craft. The two basic principles of writing are clarity and precision.
To write effectively one needs to learn the rules that govern the language. But
by merely adhering tom the rules of grammar and syntax a person may not be
able to write skillfully. Consider this famous statement of Noam Chomsky:
 All mimsy were the borogoves
 And the momerathsoutgrabe.
Writing involves the following steps:
1.
Prewriting: This is the step where the writer has to think. The writer
needs to decide on a topic to write about, consider the reader’s
perspective, brainstorm ideas about the subject, list places from where
information can be sought and do research.
2.
Drafting: This is the step where one writes. Put the information you
researched into your own words. Sentences and paragraphs are written
as ideas flow (even if they are not perfect). It includes reading what is
written and judge if it says what is meant. Asking for suggestions for
improvement can also be of help.
3.
Revising: This step makes writing better. This step involves repeated
reading of what is written, considering the opinions of other persons,
rearranging words or sentences, deleting or adding parts, replacing
overused or unclear words, ensuring that the flow is smooth.
4.
Proofreading: This step ensures that the writing is correct. It is done to
check if all sentences are complete, rules governing spellings,
capitalization, and punctuation are used correctly, deletion of words that
are not used correctly, getting the worked checked by someone else and
recopying the work correctly and neatly..
5.
Publishing: This step is the final one that makes the writing a finished
product. This includes sharing the work with the reader/ audience for
whom it is meant.
These are some of the important business communication skills for effective business
management.
5.7

LET’S SUM-UP

Communication is the sharing or exchange of thoughts. During this process, there is
an exchange of ideas, information, feelings, attitudes, and an attempt to build rapport
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or develop mutual understanding. This process uses oral, written or nonverbal means
to establish mutuality.
Business communication occurs in a business context. It can be defined as the sharing
of information between people within an enterprise that is performed for the
commercial benefit of the organization. In addition, business communication can also
refer to how a company shares information to promote its product or services to
potential consumers.
Business communication is important for any organisation because it helps in smooth
functioning of business, taking proper management decisions, maintaining industrial
relations, managing publicity and media etc…
Business communication has many dimensions that include verbal and non-verbal
communication, formal and informal communication, interpersonal and mass
communication, upward-downward-horizontal communication etc…
Business communication skills are essential for effective business management. These
skills are listening, speaking, reading and writing. It also includes intrapersonal,
interpersonal, presentation and media skills.
5.8

KEY TERMS













5.9

Business
Business communication
Kinesics
Paralanguage
Formal
Non-verbal
Verbal\
Non-verbal
Listening
Speaking
Reading
Writing

CHECK YOUR PROGRESS
1.

What is business communication‽ How is it defined?
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_________________________________________________________
_________________________________________________________
_________________________________________________________
_________________________________________________________
2.

What are the various dimensions of business communication?
_________________________________________________________
_________________________________________________________
_________________________________________________________
_________________________________________________________

3.

As a manager, what communication skills you must imbibe for effective
business management?
_________________________________________________________
_________________________________________________________
_________________________________________________________
_________________________________________________________

4.

Why is language skills needed for a manager?
_________________________________________________________
_________________________________________________________
_________________________________________________________
_________________________________________________________

5.

How can you use body language for proper communication?
_________________________________________________________
_________________________________________________________
_________________________________________________________
_________________________________________________________

6.

What are the essentials of presentation skills?
_________________________________________________________
_________________________________________________________
_________________________________________________________
_________________________________________________________

7.

Do you think a manager should be aware of informal communication?
Why?
_________________________________________________________
_________________________________________________________
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_________________________________________________________
_________________________________________________________
5.10

FURTHER READINGS
1.

2.

3.
4.
5.

5.11

Bovee, Courtland, L., John V. Thill and Barbara E. Schatzman.Business
Communication Today. Delhi: Pearson Education (Singapore) Pte.
Limited, 2003.
Chaturvedi, P. D. and Mukesh Chaurvedi. Business Communication:
Concepts, Cases and Applications. Delhi: Pearson Education
(Singapore) Pte. Limited, 2004.
Lesikar, Raymond V. and Marie E. Flatley.Basic Business
Communication. New Delhi: Tata McGraw-Hill, 2005.
Sen, Leena. Communication Skills. New Delhi: Prentice-Hall of India
Limited. 2004
Subramanian, Sharmila. Essentials of Communicative English. Delhi:
Vrinda Publications. 2013

MODEL QUESTIONS
1.
2.
3.
4.
5.

Elucidate the scope of business communication.
Business communication is the nervous system of any organisation.
Explain.
As a manager of a factory, do you think informal communication can
help you manage workers better? Why?
While making a speech, what are the things that a manger should
remember?
A manager should be a good writer. Do you agree? Why?
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