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Udai Pareek—A Profile

Late Prof. Udai Pareek, considered to be the father of organizational 
behaviour (OB) in India, was an eminent educator, psychologist, and 
trainer. He started his career as a teacher of psychology in Jaipur and 
went on to teach at various prestigious institutes such as the University 
of Delhi, Indian Agricultural Research Institute, the University of 
North Carolina, and IIM Ahmedabad. He was also on the governing 
boards of several institutes and companies. 

Along with other eminent contemporaries, Prof. Pareek started 
the organizational development (OD) movement in India. Many of 
the psychometric instruments that are used in India were originally 

designed by him. He was actively involved in the fields of OB, OD, human resource development 
(HRD), organization structuring, and training.

During his years as a psychologist, Prof. Pareek became interested in the works of Kurt Lewin, 
Stephen Covey, and others. His interests in action research, social change, and group dy namics led 
him to a fellowship at the National Training Laboratories, US.

With David McClelland, he worked on developing entrepreneurs through enhancing their achieve-
ment motivation. This had far-reaching influence on the strategies of small industry  development 
in India as also on the practices of government agencies, �nancial institutions, and development 
projects. In addition to the three needs or motivation as suggested by McClelland, based on research 
on Indian managers, Prof. Pareek proposed the concept of a ‘need for extension’, a need to relate 
to a larger group or cause. However, Prof. Pareek’s biggest contributions to HR are the concepts of 
‘role’ and ‘role ef�cacy’, which he evolved based on in-depth in terviews with managers. His concern 
for the development of persons through their organizational roles led him to redesign the personnel 
function according to the concept of HRD, which differed from the Western concept in that it was 
value-based; it included all human units in an organization; and it dealt with all systems of develop-
ment rather than only training and education.
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Features of

Learning Objectives 
An outline of the main concepts and 
ideas indicates what you can expect to 
learn from each chapter. 

Exhibits 
The chapters contain exhibits hat 

help build on the concepts and 
facilitate better understanding of the 

theories. 

Figures and Tables 
All chapters contain figures and tables 
to illustrate the topics discussed in the 
chapter.

Introduction to  
Organizational  

Behaviour

Learning Objectives
After studying this chapter, you will be able to
•	 understand	the	importance	and	scope	of	organizational	behaviour	(OB)
•	 discuss	the	conceptual	foundations	of	OB
•	 appreciate	the	historical	roots	of	and	Indian	contributions	in	the	field	of	OB
•	 distinguish	intra-person,	inter-person,	and	role	processes
•	 identify	group,	inter-group,	and	organizational	processes
•	 understand	organization–environment	interface	and	societal	processes

Technology has been changing at an unprecedented rate over the last century. Changes 
that would take place in the past in about a century are now happening in about a dec-

ade. These changes have impacted various aspects of human life, with deep implications for 
the management of organizations. With possibilities of virtual groups and virtual organiza-
tions, a manager’s job has become more challenging than ever before. These changes are 
also affecting the relationship of organizations with their members (persons working for 
the organizations). More and more, there is movement towards a contractual relationship 
rather than the traditional employer–employee relationship. Organizations are in continu-
ous flux, and their structures are undergoing change almost every third or fourth year. 
Speedy action and decision-making have become extremely important. Such changes are 
affecting the stock markets as well. In this context, the importance of human processes has 
increased tremendously.

THE ORGANIZATION AND THE MANAGERS
An organization is an entity where the members work together to achieve a goal or a com-
mon purpose. Examples of organizations could be hospitals, colleges, factories, farms, and 
government offices. 

People who work in an organization are central to its functioning. An organization needs 
to have a defined objective in order to survive in the long run, and to work towards this 
objective some processes need to be in place. 

Management looks at the organization mainly from an instrumental point of view. For a 
company, the organization basically works to meet its goals: create value for its stakeholders 
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more and more that is good. Then the organization can use these discover-
ies to build a new future where the best becomes more common.

The appreciative inquiry approach is often worked out in practice by 
using the ‘4-D’ model: discovery, dream, design, and delivery (Fig. 3.3).

Discovery This phase begins with the introduction of the AI theory and 
practice to the organization, impinging on its purpose. A ‘core team’ is formed to guide 
the work and to select topics for the inquiry. The topics must be affirmative and be stated 
in affirmative language. For example, an organization concerned with absenteeism might 
study employee motivation, while an organization concerned with conflict and its reduction 
might study collaboration. In the selection of affirmative topics, members are asked to focus 
on the things they want more of in their organization. In other words, they are asked what 
would make the organization a more desirable workplace. 

Dream In this phase, people describe their wishes and dreams for their work, their work-
ing relationships, and their organizations. Participants (the group can be quite large, up to a 
thousand) are encouraged to consider what their organization’s mission is. This may pertain 
to a department, a business unit, or the entire company. An attempt is made to connect the 
work of all members of the organization to a greater purpose and vision. Working together 
in small groups of eight, participants share and discuss the data and stories collected in the 
discovery phase. Even as these discussions ground them in the most positive aspects of their 
organization’s past, they inspire them to imagine future possibilities for themselves and their 
organization in relation to the world at large.

Design In this phase, members and stakeholders (including customers and suppliers) rec-
reate the ‘social and technical architecture’ of the organization, so that everything about it 
reflects and responds to the most positive aspects of the organization’s past and its highest 
potential. While the discovery and dream phases generate and expand the organization’s 
images of itself, the design and delivery phases ask members to make choices for the organi-
zation. Design statements must be written in the present tense.

Delivery This phase, also called destiny, focuses on personal and organizational commit-
ments, and the ‘path forward’. Individuals work on applications and action plans, small 
groups work on areas that require collaboration, and teams may be established for new 
initiatives.

Fig. 3.3 Appreciative	Inquiry	Process

Appreciative Inquiry

1
Discovery

Discovery positive
aspects of the
organization

2
Dream

Dream together,
how to make their
organization a great

place to work

3
Design

Create a new design
based on positive

aspects or strengths
of the organization

4
Delivery

Turn the action plan
drawn during design

phase into reality

There are four phases 
in	appreciative	inquiry	
(AI)—discovery,	dream,	
design,	and	delivery.
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Perceptiveness
The ability to pick up verbal and non-verbal cues from others indicates perceptiveness. However, 

like openness, this dimension must be combined with the other two dimen-
sions for effectiveness. A person who is not open may receive many cues 
and much feedback from others at first, but may soon be seen as manipula-
tive and generally unavailable. Perceptiveness and openness reinforce each 
other and, if used effectively, are likely to increase personal effectiveness.

Like openness, perceptiveness can be used appropriately or inappropriately. If a person is 
too conscious of others’ feelings, he or she may inhibit interaction. Similarly, a person who 
is too conscious of his or her own limitations will tend not to take risks. Effective perceptive-
ness can be increased by checking others’ reactions to what is said. A person who does not 
do this (in other words, if a person who is not open) may become excessively concerned 
about the cues received.

Combining the three aspects of personal effectiveness, we get eight categories, ranging 
from effective to ineffective. These are shown in Table 5.10. Instruments have been devel-
oped to measure effectiveness as well.13

Developing Personal Effectiveness
Personal effectiveness must be viewed across three dimensions—openness, perceptiveness, 
and communication—all significant to interpersonal relationships. By becoming more 

open, a person reduces his or her closed area; the blind area is reduced 
by increasing perceptiveness. Communication can be improved in various 
ways as discussed in Chapter 22. These three dimensions, however, do not 
function in isolation, but interact with each other. In order to increase 
effectiveness, it is necessary to work on a combination of all three.

Personal effectiveness can be increased by moving towards appropri-
ate perceptiveness and openness. Organizational consultants and train-

ers, while working on the processes leading to increased effectiveness, will find it useful to 
emphasize the role of both openness and perceptiveness as contributing factors to effective-
ness. Movement in these directions is possible, however, only through a greater emphasis on 
communication. People must learn to take risks in giving feedback to others, and to use in 

The	ability	to	pick	up	
verbal	and	non-verbal	
cues	from	others	indi-
cates	perceptiveness.

TABLE 5.10 	Categories	of	Personal	Effectiveness

S. No. Category Self-disclosure Openness to 
feedback

Perceptiveness

1. Effective High High High

2. Insensitive High High Low

3. Egocentric High Low Low

4. Dogmatic High Low High

5. Secretive Low High High

6. Task	obsessed Low High Low

7. Lonely–empathic Low Low High

8. Ineffective Low Low Low

Personal	effective-
ness	must	be	viewed	
across	three	dimen-
sions: openness, 
perceptiveness,	and	
communication.
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to buy human processes (such as faster decision-making, effective negotiation, strategy 
formulation, and leadership development). Our understanding of human dynamics has 
thus become more complex as well as more crucial. This is the focus of organizational 
behaviour (OB), which can be defined as an interdisciplinary behavioural science studying 
 phenomena related to the dynamics (processes) of organizations and their various human 
units (individuals, roles, dyads, teams, inter-teams, organizations, and the organization–
environment interface).

Human processes concern not only individual employees and other members asso-
ciated with organizations, but are also related to other human units of an organization. 
Individuals come to work in an organization and get integrated (or remain alienated) as per 
the roles they occupy in the organization. The roles, therefore, require separate attention. 

Individuals do not work in isolation. The smallest unit in an organization is 
a dyad (two-member groups consisting of an employee and a supervisor). 
For most tasks, people work in teams. Enough attention, therefore, needs 
to be given to the formation of teams, their dynamics, and ways of making 
them more effective. The effectiveness of an organization also depends on 
inter-team collaboration—the collaboration of teams in an organization 
with other internal teams as well as with external teams. Each organization 
has its own dynamics: its culture, its climate, the process of its develop-
ment and decay, and the process of its turnaround or dissolution. The 

EXHIBIT 1.2 Characteristics of Effective	Managers
Self-awareness

•	 Personality
•	 Values
•	 Needs
•	 Cognitive	style

Managing Personal Stress

•	 Time	management
•	 Goals
•	 Activity	balance

Creative Problem Solving

•	 Divergent	thinking
•	 Conceptual	blocks
•	 Redefining	problems

Gaining Power and Influence

•	 Sources	of	power
•	 Converting	power	to	influence
•	 Beneficial	use,	not	abuse,	of	power

Managing Conflict

•	 Sources	of	conflict
•	 Assertiveness	and	sensitivity
•	 Handling	criticism

Establishing Supportive Relationship

•	 Listening
•	 Empathizing
•	 Counselling

Improving Employee Performance/ 
Motivating Others

•	 Understanding	needs/expectations
•	 Rewards
•	 Timing

Effective Delegation and Joint  
Decision-making

•	 Decision-making
•	 Assigning	tasks
•	 Evaluating	performance
•	 Autonomous	versus	joint	decision-making

Improving Group Decision-making

•	 Chairing	meetings
•	 Avoiding	pitfalls	of	bad	meetings
•	 Making	effective	presentations

Organizational	behav-
iour can be defined 
as an interdisciplinary 
behavioural		science	
which studies phe-
nomena	related	to	
organizations	and	their	
human	units.
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the Book

Summary 
A recapitulation of key ideas and 
concepts that are discussed in each 
section is given for easy retention. 
Keywords 
A list of all important terms has been 
given at the end of every chapter for 
easy recapitulation. 

Exercises 
A series of concept review and 

critical thinking questions, 
classroom and field projects, 
and group exercise tests the 

level of understanding of the 
core themes discussed in each 

chapter. 

Case Studies 
Chapters end with case 

studies that are designed 
to  consolidate the reader’s 

understanding of the 
chapter subject. 

Sidebars 
Important concepts appear as side-
bars throughout the text for quick 

recapitulation. 
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an appropriate manner the feedback they receive. Only in this way can personal effective-
ness be truly increased.

Process trainers may emphasize the concept of effectiveness in their groups in terms of a 
balance between openness and perceptiveness. In T-groups, more emphasis may be given to 
the latter to correct the imbalance.

EMOTIONS
With increased emphasis on human processes in organizations, emotions and feelings 
have gained considerable importance. Emotion is a neural impulse that moves an organ-
ism to action. There are four related terms (affect, emotion, feeling, and mood) that 
need to be differentiated from each other. ‘Affect’ is a general term that covers emotions, 
feelings, and moods. Emotions have been differentiated from mood based on structural 

differences, such as the specificity of the targets (e.g., emotions are spe-
cific and intense, and are a reaction to a particular event, whereas moods 
are diffused and unfocused).14 Another interesting distinction has been 
stated thus: ‘Feelings are personal and biographical, emotions are social, 
and affects are prepersonal.’15

Emotions have three components: cognitive component, physiological component, 
and conative or expressive component. Cognitive component includes the conscious experi-
ence of emotions, and the way we ‘label’ our emotions. Physiological component includes 
emotional arousal. Different emotions have different arousals. For example, fear, anger, 
and sadness increase heart rate; anger raises blood pressure; embarrassment is shown 
in blushing. However, many emotions do not have a unique physiological signature; the 

same physiological activation occurs for many emotions. For example, 
fear, joy, anger, sadness, and shame are accompanied by a faster heart 
rate. Expressive component includes body language (gaze, gestures, pos-
ture, and walk), and paralanguage (intonation, faked smile versus genu-
ine smile, etc.).

Primary and Secondary Emotions
It is useful to understand the concept of primary and secondary emotions. Plutchik has 
elaborated the distinction.16

Primary emotions are those that we feel first, as a first response to a situation. Thus, if we 
are threatened, we may feel fear. When we hear of a death, we may feel sadness. They are 
our instinctive responses. Typical primary emotions include fear, anger, sadness, and happi-
ness (although these can also be felt as secondary emotions). The problem sometimes with 
primary emotions is that they disappear as fast as they appear.

Secondary emotions appear after primary emotions. They may be caused directly by them—
for example, where the fear of a threat turns to anger that fuels the body for a fight reaction. 
They may also come from more complex chains of thought. The most important characteris-
tic of secondary emotions is that they do not pass quickly and remain for a long time, unlike 
primary emotions. Hatred, hostility, jealousy, insecurity, depression, and distrust are some of 
the secondary emotions.

Emotion	is	a	neural	
impulse	that	moves	
an	organism	to	action.

Emotion is a neural
impulse that moves
an organism to action.

Emotions	have	three	
components:	cogni-
tive,	physiological,	and	
expressive.

Emotions have three
components: cogni-
tive, physiological, and
expressive.
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extrinsic needs	needs	or	motives	that	are	external,	tan-
gible,	and	satisfied	by	others	(e.g.,	money,	salary)
hygiene factors factors	that	may	prevent	dissatisfaction
inclusion Need need to be a part of a dyad or a group
influence motive concern	 with	 making	 an	 impact	
on	others,	a	desire	to	make	people	do	what	one	thinks	
is	 right,	 and	 an	 urge	 to	 change	 matters	 and	 (develop)	
people
instrumentality relating	 the	 first-	 and	 second-level	
outcomes	to	each	other
intrinsic needs needs	or	motives	that	derive	from	an	
internal	source	in	an	individual	or	the	task

job satisfaction satisfaction	 with	 the	 job	 or	 work	 a	
person	undertakes	in	an	organization
motivation the	process	that	makes	a	person	pursue	a	
goal with intensity
motivators factors	that	may	provide	satisfaction
personalized power the need to control others
self-actualization becoming	 what	 one	 is	 capable	 of	
becoming
socialized power the	 need	 to	 make	 an	 impact	 on	
	others,	and	the	need	to	use	power	for	doing	something	for	
other	persons	and	groups	(such	as	organizations)
valence the	strength	of	an	individual’s	preference

EXERCISES

Concept Review Questions
	 1.	 What	is	motivation?	In	which	two	senses	is	the	term	

used?
	 2.	 What	is	the	main	contribution	of	Maslow’s	theory	of	

need	hierarchy?
	 3.	 What	 can	 management	 do	 to	 satisfy	 various	 level	

needs	of	workers	as	shown	in	Maslow’s	model?
	 4.	 What	 are	 the	 similarities	 and	 differences	 between	

Maslow’s	theory	of	need	hierarchy	and	Alderfer’s	ERG	
theory?	Is	one	superior	to	the	other?	Discuss.

	 5.	 Explain	 Herzberg’s	 two-factor	 theory	 of	 motivation	
and its significance.

	 6.	 While	 there	 are	 similarities	 between	Maslow’s	 need	
hierarchy	and	Herzberg’s	two-factory	theory,	there	is	
also	an	important	difference.	Maslow	believes	that	the	
first	 three	 needs	 are	motivators,	whereas	Herzberg	
believes	they	are	hygiene	factors.	Which	view	do	you	
agree	with	and	why?

	 7.	 What	 is	 equity?	 How	 can	 perception	 of	 inequities	
be	 motivators?	 Give	 some	 examples	 from	 your	 own	
experience.

	 8.	 What	are	the	key	concepts	in	the	expectancy	theory	
of	motivation?

	 9.	 List	 and	 discuss	 with	 examples	 the	 approach	 and	
avoidance	dimensions	of	the	three	major	motives.

	10.	 Explain	reinforcement	theory	of	motivation.	How	can	
this	theory	be	used	to	develop	desired	behaviour	 in	
organizations?

Critical Thinking Questions
	 1.	 What	is	the	basic	concept	in	the	expectancy	theories	

of	motivation?	Which	expectancy	theory	do	you	see	
as	most	relevant	in	the	Indian	context	and	why?

	 2.	 There	 is	a	general	complaint	about	the	‘low	motiva-
tion’	of	students	in	ordinary	colleges	and	universities,	

contrasted	 with	 the	 ‘high	 motivation’	 of	 students	
in	 well-known	 management	 institutes.	 Analyse	 the	
dynamics	of	 student	motivation,	 applying	 the	 expec-
tancy	theory	of	motivation.

Classroom Projects
	 1.	 Interview	one	of	your	friends	and	find	out	his	or	her	

dominant	needs	(motives).	Are	these	reflected	 in	his	
or	her	behaviour	in	the	classroom?	Explore	with	your	
friend	what	he	or	she	looks	for	in	a	job.

	 2.	 Respond	to	the	enclosed	instrument	and	score	your	
responses as suggested.

Field Projects
	 1.	 Interview	 two	 students	 to	 find	 out	 why	 they	 study	

hard	(what	is	their	main	motivation).	Which	theory	is	
most	relevant	to	explain	their	motives?

	 2.	 Interview	two	executives	to	learn	what	satisfies/thrills	
them	 in	 their	 jobs,	 and	 with	 what	 aspects	 they	 are	
dissatisfied.	Critique	Herzberg’s	theory	in	the	light	of	
their responses.

Group Exercise—Old vs New Employees
Purpose
To	 experience	 and	 get	 an	 insight	 into	 the	 application	
of	 motivational	 theories	 to	 motivate	 employees	 in	 the	
organization.

Time Required
Approximately	75	minutes	

Conducting the Exercise
Step 1: Divide	the	class	into	groups	of	five	or	six.
Step 2: Give	the	following	instructions	to	each	group:
	(i)	 You	belong	to	a	team	of	consultants,	who	have	been	

hired	by	a	research	organization	in	existence	for	the	

UOB_ch07.indd   161 03/08/15   6:36 PM

184  Understanding	Organizational	Behaviour

CASE STUDY Bringing Passion to Planet Coffee Cafe

Planet	Coffee	Cafe	(PCC)	is	India's	favourite	coffee	
shop for the physically young and the young at heart. 
Popularly	 known	 as	 PCC,	 it	 initiated	 the	 concept	
of	chain	cafes	in	India.	The	first	one	was	opened	in	
1993	 on	Wilson	 Road	 in	 Bengaluru	 and	 continues	
to	be	one	of	the	most	happening	places	in	the	city.	
Many	 people	 immediately	 took	 to	 the	 place.	 PCC	
today	 is	 totally	 in	tune	with	 its	 target	audience.	 Its	
strong	relationship	with	the	customers	is	its	USP.	It	
has	 been	 an	 exciting	 journey	 for	 PCC	 since	 then,	
becoming	 the	 largest	organized	 retail	 cafe	 chain	 in	
the country today.

Founder	 Chairman,	 Satish	 Patel,	 is	 a	 dynamic	
ambitious,	 young	 man,	 who,	 after	 graduating	 from	
IIM	Ahmedabad,	 joined	an	 IT	 firm	with	a	very	high	
salary.	After	 the	 completion	 of	 the	 third	 year	 of	
his	 job,	he	resigned	to	start	a	 small	cafe,	with	 two	
waiters	and	a	chef.	Administrative	jobs	such	as	pur-
chases, sitting on the cash counter, and attending to 
the	customers	were	taken	care	of	by	him.	His	fam-
ily	and	 friends	were	equally	upset	and	surprised	at	
this	decision.	In	a	year’s	time,	he	opened	two	more	
outlets	 in	 Bangalore	 (now	 Bengaluru).	 In	 view	 of	
expanding	it	to	other	parts	of	India,	he	started	look-
ing for places and opened two in Hyderabad, one in 
Chennai,	and	one	 in	Vizag,	appointing	managers	 for	
all	the	outlets,	including	the	three	cafes	in	Bengaluru	
with	its	head	office	there.	He,	however,	was	not	con-
tent	with	seven	outlets	and	90	employees.	As	he	was	
planning	to	venture	in	other	cities,	he	received	the	
distressing news that all the other outlets were los-
ing	money.		At	this	point	he	considered	appointing	a	
Vice-President	for	the	group.	In	the	beginning	of	the	
year	2000,	he	recruited	Kapil	Malhotra	as	the	Vice-
President, responsible for all the outlets and planned 
to	open	new	ones	in	different	parts	of	India.

Kapil	paid	a	visit	to	all	the	outlets	and	presented	
a detailed report to Satish. He bluntly told the latter 
that	 the	company	had	 lost	 sight	of	 its	mission	and	
that his intention was to re-focus the coffee giant on 
the	customer	experience.	Kapil’s	report	emphasized	
that	 the	 relationship,	 which	 customers	 have	 with	
PCC	employees,	sets	the	company	apart	from	other	
coffee	shops.	In	his	opinion,	the	vision	of	PCC	should	
not	be	about	the	coffee	that	it	serves,	but	about	the	

founding	of	a	company	that	treats	people	with	dig-
nity and respect.

According	 to	 Kapil,	 PCC	must	 be	 the	 ultimate	
experienced	 brand,	 brought	 to	 life	 by	 the	 people	
that	 are	 expending	 work	 in	 each	 outlet.	There	 is	
no	patent	on	the	coffee	that	PCC	serves.	The	only	
competitive	advantage	that	the	company	has	 is	the	
relationship it has built with its people and with each 
customer.	In	his	view,	customers	should	come	into	a	
PCC outlet and see it as an oasis.

He	suggested	that	each	outlet	and	each	employee	
must	be	made	responsible	 for	the	outcome	of	 the	
work	 they	 are	 responsible	 for,	 with	 full	 autonomy.	
The one thing that Kapil suggested Satish was that 
respect	 for	 employees	 will	 translate	 into	 better	
customer	service	and	will	ultimately	lead	to	better	
profits.	 Engaged	 employees	 generate	 higher	 sales	
and	customer	loyalty.	There	is	a	direct	link	between	
employee	happiness	 and	 customer	 satisfaction	 and	
between	customer	satisfaction	and	improved	finan-
cial	performance.	Kapil	said,	‘The	company	has	been	
spending	a	lot	of	money	on	incentives	each	year,	with	
good	reason,	though,	to	boost	the	low	motivation	of	
employees,	which	has	been	a	real	problem.	However,	
handing	 out	 incentives	 is	 not	 the	only	 responsibil-
ity	 managers	 have	 for	 creating	 a	 more	 engaged	
workforce.	Human	connection	is	what	really	works	
for	 creating	 fulfilment	 and	 long-lasting	 change.	
Employees,	who	are	disengaged,	will	fuel	discontent	
in	other	employees	as	well	as	customers.	By	making	
employee	engagement	our	first	priority,	customers,	
sales,	and	profits	will	follow.’

Satish,	a	leader	with	a	grand	vision,	authorized	Kapil	
to	improve	the	existing	situation	and	plan	for	the	future.	
Following	are	some	of	the	strategies	that	Kapil	imple-
mented	to	engage	employees	in	the	company’s	vision:
•	 Sending	weekly	e-mails	to	all	staff	members	that	
described	how	PCC	is	holding	to	the	company’s	
vision	to	‘champion	the	customer	experience’.	
E-mails	had	also	featured	nominated	employees,	
who	reflected	the	company’s	core	values.

•	 Quarterly	feedback	to	every	employee	to	help	
them	 learn	 how	 effective	 they	 have	 been	 at	
work.	Feedback	came	from	supervisors,	peers,	
subordinates,	and	customers.
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SUMMARY
Personality is the organized and consistent pattern of 
perception	 of	 the	‘I’.	There	 are	 different	 approaches	 to	
understanding	 and	 measuring	 personality.	 Psychometric	
theories identify basic traits to explain different person-
alities.	 16	 P-F	 and	 the	 Big	 Five	 are	 well-known	 in	 this	
regard.	While	the	Freudian	approach	uses	the	four	stages	
of	 psychosexual	 development,	 the	 Jungian	 approach	 has	
led	to	the	wide	use	of	the	MBTI	instrument.	The	lifestyle	
approach	 uses	 two	 personality	 types	 (Type	A	 and	Type	
B)	 that	 are	measured	 from	 tense	 and	 relaxed	 lifestyles.	
Similarly,	 the	 enlarging	 lifestyle	 (more	 achievement	 ori-
ented)	has	been	contrasted	with	enfolding	lifestyle	(more	
relaxed	and	relationship	oriented).	The	 former	has	been	
found	to	be	significant	in	people’s	career	growth.	Another	

theory	has	linked	six	personality	types	to	six	categories	of	
occupational	groups.

A	 simpler	 approach	 to	understanding	personal	 effec-
tiveness	 is	 given	 by	 the	 popular	 model	 of	 the	 Johari	
Window.	However,	a	third	dimension	(perceptiveness)	has	
been	added	to	the	two	suggested	by	the	Johari	Window	
(self-disclosure	 and	 openness	 to	 feedback)	 to	 give	 eight	
types	 of	 personal	 effectiveness,	 which	 can	 be	measured	
and	enhanced.

Emotions	and	feelings	are	an	important	part	of	our	life.	
The	theories	of	emotion	deal	with	the	question	of	causal-
ity:	does	behaviour	follow	emotion,	or	does	emotion	fol-
low	behaviour?	We	need	to	learn	how	to	experience	and	
express	feelings.

KEY WORDS
adult ego state an	autonomous	set	of	feelings,	attitudes,	
and	behaviour	patterns	that	are	adapted	to	the	current	reality
affect a	 general	 term	 to	 cover	 emotions,	 feeling,	 and	
mood
agreeableness one’s	 inclination	 to	 defer	 to	 others;	
being	good-natured,	cooperative,	warm,	caring,	and	trusting
child ego state a	set	of	feelings,	attitudes,	and	behaviour	
patterns	that	are	relics	of	the	individual’s	own	childhood
conscientiousness one’s	 reliability	 regarding	 responsi-
bility;	being	self-disciplined,	hard	working,	organized,	depend-
able, and persistent
emotion a specific and intense reaction to a referent
emotional stability ability	 to	withstand	 stress;	 being	
calm,	happy,	and	secure

enfolding lifestyle oriented to the goals of tradition, 
stability, and inward strength
enlarging lifestyle oriented towards the goals of inno-
vation,	change,	and	growth
extraversion being	outgoing;	speaking	and	then	think-
ing;	relating	more	easily	to	the	outer	world	of	people	and	
things than to the inner world of ideas
feeling subjectivity;	heart;	relying	more	on	personal	val-
ues	than	on	impersonal	analysis	and	logic
introversion being	reflective;	thinking	and	then	speak-
ing;	relating	more	easily	to	the	inner	world	of	ideas	than	to	
the	outer	world	of	people.
intuiting theoretical,	 abstract,	 looking	 for	 possibilities	
and	relationships	rather	than	working	with	known	facts

How to interpret your score

Add	the	scores	of	the	following	items	to	understand	the	various	aspects	of	your	emotional	intelligence:

Items Score Aspect of EI

1+7 _____ Self-awareness

2+8 _____ Self-management

3+9 _____ Internality

4+10 _____ Motivation

5+11 _____ Empathy

6+12 _____ Social	skills

Total	 Emotional	Intelligence

Self-assessment Tool 5.2 Contd
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Preface to the Fourth Edition

The study and practice of organizational behaviour (OB) has become all the more pertinent in this 
era of continuously changing global business scenario. The dramatic developments in the business 
environment over the years have created new challenges for organizations, thus making it signifi-
cant for them to focus on hiring, motivating, and retaining the finest employees. As a field of study, 
organizational behaviour has progressed to a great extent and gained importance as employees with 
diverse backgrounds and cultural values work together successfully and resourcefully. 

This fourth edition of Understanding Organizational Behaviour preserves its process-oriented 
approach as well as lucid style, which have made it a popular text for students of management courses. 
New sections, such as OB model, organizational stress, roles played in a game, conflict process, and 
methods of communication have been included. For better understanding of various theories that 
form the basis of OB, group exercises have been incorporated in each chapter. The concepts have 
been further explained through new case studies and exhibits. 

The relevance of organizational behaviour for developing countries, mainly India, continues to 
be the emphasis of the book and is highlighted throughout. This edition improves upon the cover-
age of the original edition, making the text more comprehensive and well structured. 

New to This Edition
•	 New chapters on dynamics of group behaviour and effective work teams
•	 New sections on OB model, organizational stress, roles played in a game, conflict process, methods 

of communication, job characteristics model, and forces responsible for organizational change
•	 Group exercises in all the chapters for users to understand the application of OB concepts 
•	 New exhibits, illustrations, and case studies
•	 Additional multiple-choice questions for practice, flashcard glossary, additional reading material, 

and additional self-assessment tests in the Students’ Resource website

Online Resources
The following resources are available to support the faculty and students using this text.

For Faculty
•	 Instructor’s Manual
•	 PowerPoint Slides

•	 Multiple Choice Questions
•	 Additional Self-assessment Tests

For Students
•	 Flashcard	Glossary •	 Additional	Reading	Material	

Organization of Content
The content of the book has been divided into five parts.

Part I: Introduction
Chapter 1 provides an introduction and overview of OB as well as the various trends and processes 
that influence it. Chapter 2 covers implications of flattening of the globe, social responsibility and 
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viii  Preface to the Fourth Edition

ethics, employee retention, employee engagement, employee productivity, and talent management. 
Chapter 3 focuses on the two main perspectives underlining OB in this century—one of them is a 
shift towards positive thinking and behaviour.

Part II: The Individual
Chapter 4 discusses the various factors such as physical, psychological, organizational, and environ-
mental that can affect individual behaviour. Chapter 5 includes a discussion on FIRO-B, and also 
introduces the concept of transactional analysis (TA) to students. The various learning theories and 
their implications for improving the learning process are covered in Chapter 6. Chapter 7 discusses 
theories of motivation, including theory X and theory Y, and the organizational application of the 
same. Chapter 8 discusses workplace motivation and the various theories related to it. The percep-
tual process, and attitudes and values have been dealt in Chapters 9 and 10, respectively. Chapter 11 
explains the concept of internality and optimism. It also discusses rumination and its effects.

Part III: The Role
Chapter 12 has been made concise and includes sections on role as an integrating concept between indi-
viduals and organizations, the dynamics of the roles, role effectiveness, role conflicts, role efficacy lab, 
and role negotiation. Chapter 13 discusses the effects of frustration, stress, and burnout on employee 
performance and productivity. It also explains the strategies of coping with role stress. Chapter 14 
examines the rationality model and its limitations, various individual decision-making styles, and the 
process of consensus building. Chapter 15 provides a detailed discussion on transactional analysis. 
A section on managerial roles has also been included to provide an integrated approach.

Part IV: The Team
Chapter 16 discusses the importance of groups in an organization by covering sections on group 
types, processes, norms, cohesiveness, loafing, and decision-making techniques. The differences 
between teams and groups, as well as the various factors that contribute to building effective teams 
have been explained in Chapter 17. Chapter 18 deals with functional and dysfunctional conflict 
styles of conflict management processes and steps in negotiation. Chapter 19 distinguishes between 
functional and dysfunctional forms of competition. It discusses the roles of perceived power, trust, 
and the nature of goals in the dynamics of collaboration. Chapter 20 discusses the various theories 
of leadership as well as explores the paradigm shift in the areas of leadership, leaders of tomorrow, 
processes, mechanisms, and some models of leadership development.

Part V: The Organization
Chapter 21 discusses the various determinants of organizational structure. It also examines new forms 
of organizations. Chapter 22 examines communication as a process, and also discusses communica-
tion networks and methods, prevention of communication distortion, and various forms of organi-
zational communication. Chapter 23 delves into the concept and bases of power and organizational 
politics. Chapter 24 examines the various dimensions of organizational climate and suggests interven-
tions to improve organizational culture and climate. Chapter 25 discusses organizational learning 
and learning organizations. It also examines the role of policy in promoting organizational learning. 
Chapter 26 discusses the main roles in change management and suggests ways of ensuring effective 
implementation. It also explores the various aspects of OD and suggests guidelines for effective OD.

Every effort has been made to determine and contact copyright holders. In case of any omissions, 
the publisher will be pleased to make suitable acknowledgment in future editions. Readers can send 
their suggestions and feedback at sushama.khanna@empi.ac.in.

Sushama Khanna
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Preface to the First Edition

People have always been regarded as important in managing organizations. Their centrality has 
become sharper in today’s changing world. There is widespread realization that while other resources 
(material, technology, finance, etc.) can be bought and acquired, human processes (commitment of 
employees, organizational culture, managerial styles, etc.) cannot be brought into an organization 
from outside. Human aspects are critical in each functional area of management, and equally so 
for the effective utilization of resources. In view of this, the study of organizational behaviour (OB) 
has assumed great importance. Organizational behaviour, as a discipline, therefore, is included in 
management studies as well as in courses of specialized education, such as medicine, agriculture, 
engineering, technology, entrepreneurship, and development studies.

While several good textbooks on OB are available from the West, mainly from the USA, they do 
not address some relevant problems of developing countries. Furthermore, the examples cited in 
these books are from Western companies and organizations. Organizations in the developing world 
are facing several challenges today. The young people who join organizations in developing coun-
tries wonder how they can remain rooted in their own cultures, while helping their organizations 
become global. For example, which aspects of the Indian culture should be retained, nurtured, and 
adopted in the managerial practices to make them effective, and which aspects (that are dysfunc-
tional) should be changed and how? In other words, they need to know how to make organizations 
‘indigenous’ as also how to develop a counter-culture which will change the dysfunctional aspects of 
the culture.

With increasing competition, disappointing political leadership, and a shrinking job market, peo-
ple in developing countries are becoming cynical, pessimistic, and negative in their outlook. This 
mindset needs to be changed. People in organizations must develop positive attitudes and values. 
The available OB books do not pay attention to these aspects.

Organizational behaviour can be better understood after one first experiences various OB phe-
nomena, and then examines them against a conceptual framework. This way students can discover 
the depth of OB concepts rather than merely acquiring theoretical knowledge from external sources.

About the Book
This book, designed specifically for management students, is an attempt to respond to a long-stand-
ing need for a textbook written primarily from the perspective of a third-world country, and particu-
larly, in the Indian context. Managers as well as would-be managers of these countries would also find 
this book useful as it would help in preparing them to meet the challenges faced by organizations.

The human process, hitherto a neglected aspect in OB, is the unique feature of this book, since 
the focus on process orientation forms the basis of understanding the subject. This approach is 
emphasized in the book as it is important to understand some aspects of the changing social and 
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x  Preface to the First Edition

economic context in which organizations function. This volume discusses OB in a context of the 
emerging issues in the societies of developing countries and in relation to all the organizational 
units: the individual, the role, the team, and the organization.

Contents and Structure
The book is divided into five sections. The first section discusses the context in which organiza-
tions function and which have implications for organizational behaviour. Here, the first and open-
ing chapters are devoted to the human process to provide the basis of understanding OB. Process 
orientation is important to understand some aspects of the changing social and economic context 
in which organizations function. This is briefly covered in Chapter 2. Given their importance, the 
third chapter focuses on the society in which the organizations work and its culture. Then we have 
two main perspectives underlining organizational behaviour in this century—one of them is a shift 
towards positive thinking and behaviour (Chapter 4).

The second section emphasizes the second main perspective—learning as an important condition for 
effectiveness (Chapter 5). The other important topics in this section are motivation, perception, basic 
orientation, personality, personal effectiveness, attitudes and values, and styles of working with people.

The third section is devoted to the understanding of the role as an integrating concept between 
individuals and organizations, the dynamics of the roles, role effectiveness, enhancing commitment of 
individuals, role conflicts, coping with frustration and stress, leadership styles, and decision-making.

The fourth section covers the team and its dynamics, including interpersonal communication, 
conflict management, and developing collaboration and leadership for tomorrow.

The fifth and final section deals with the dynamics of organization as a total system, its climate 
and culture, organizational communication, organizational learning and learning organizations, 
managing change in organizations, and continuous self-renewal of organizations, which is known as 
organization development.

Pedagogy
In order to help the students ‘experience’ some OB phenomena, students are required to com-
plete (answer) some instruments and participate in some exercises (games) before they study some 
 chapters. Each chapter has review questions to help the students recollect the main concepts dis-
cussed in the chapter. Additional questions have also been included to stimulate creativity in students.

Students would be able to internalize the concepts by applying them in practice. The chapter-
end classroom and field projects to be performed through activities, preferably in groups, provide 
opportunity for such practice. These projects will help the students internalize learning by critically 
examining concepts in the classroom setting and then by applying them in real-life situations. The 
topics covered (a) are action-oriented, so that students can apply the concepts, (b) are embedded in 
known, established theories, and (c) relate to new developments (e.g., positive approach).

Each section has a glossary of the main terms used for quick reference. There are two types of 
questions at the end of most chapters—review questions to help the students review their learning of 
the concepts, and critical thinking questions to help them integrate the concepts with their previous 
learning.

To integrate the learning of an organizational unit (individual, role, team, organization), a com-
prehensive case study has been given at the end of each section, with study questions. These case 
studies (actual significant experiences) will help the students see how the various concepts discussed 
in the sections are interrelated and integrated in life.
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Preface to the First Edition  xi

Although it meets the needs of the current syllabi of various institutions and universities, the book 
includes many other important aspects of OB, thus suggesting a different approach for the bodies 
designing OB curricula.

The book is accompanied by an instructor’s manual, which offers general guidelines on teaching 
OB and use of various methods to enhance students’ learning of OB concepts in the classroom.

I hope that readers will find this book useful for the varied purposes for which the contents have 
been envisaged.
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 Introduction to 
Organizational 

Behaviour  

   Learning Objectives  
  After studying this chapter, you will be able to  
   •    understand the importance and scope of organizational behaviour (OB)   
  •    discuss the conceptual foundations of OB   
  •    appreciate the historical roots of and Indian contributions in the field of OB   
  •    distinguish intra-person, inter-person, and role processes   
  •    identify group, inter-group, and organizational processes   
  •    understand organization–environment interface and societal processes      

  Technology has been changing at an unprecedented rate over the last century. Changes 
that would take place in the past in about a century are now happening in about a dec-

ade. These changes have impacted various aspects of human life, with deep implications for 
the management of organizations. With possibilities of virtual groups and virtual organiza-
tions, a manager’s job has become more challenging than ever before. These changes are 
also affecting the relationship of organizations with their members (persons working for 
the organizations). More and more, there is movement towards a contractual relationship 
rather than the traditional employer–employee relationship. Organizations are in continu-
ous flux, and their structures are undergoing change almost every third or fourth year. 
Speedy action and decision-making have become extremely important. Such changes are 
affecting the stock markets as well. In this context, the importance of human processes has 
increased tremendously.  

THE ORGANIZATION AND THE MANAGERS
An organization is an entity where the members work together to achieve a goal or a com-
mon purpose. Examples of organizations could be hospitals, colleges, factories, farms, and 
government offices. 

People who work in an organization are central to its functioning. An organization needs 
to have a defined objective in order to survive in the long run, and to work towards this 
objective some processes need to be in place. 

Management looks at the organization mainly from an instrumental point of view. For a 
company, the organization basically works to meet its goals: create value for its stakeholders 

       1 
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4  Understanding Organizational Behaviour

(stockholders, employees, customers, suppliers, and community). It is important for any 
organization to have the main pillars of management: planning, organizing, leading, and 
controlling. A manager must perform all these functions with assurance.

MANAGERIAL ROLES  
  The manager occupies a significant position in an organization. Those working with him 
(seniors, peers, and subordinates) expect the manager to perform certain functions. Henry 
Mintzberg was the first person to use and elaborate the term ‘managerial roles’. By ‘role’ 
he understood ‘a set of certain behavioural rules associated with a concrete organization 
or post’. The roles fall under three groups: interpersonal, informational, and decisional. 
Mintzberg has identified 10 roles common to the work of all managers. Exhibit 1.1 gives 
details about these managerial roles. 1   

     Interpersonal Roles  
  Three interpersonal roles are primarily concerned with interpersonal relationships. In the 
figurehead role, the manager represents the organization in all matters. While the top level 
managers represent the company in the outer world, the supervisors interface between the 
higher management and the work group, by representing one to the other.   

  In the leader role, the manager ensures motivation and growth of the employees. While 
the top managers give vision and inspire through examples, the supervisors meet the psy-

chological needs of the employees and reward them for their good work.  
  In the liaison role, the manager interacts with peers and people outside 

the organization. While the top level managers act like a window, using the 
liaison role to get significance and lobby for the organization, the supervi-
sors use it to maintain the routine flow of work.  

     Informational Roles  
  The three informational roles (Exhibit 1.1) are primarily concerned with the information 
aspects of managerial work. In the monitor role, the manager uses information to keep track 
of the progress towards the goals of the organization. While the managers at the top level 
collect important information for the entire organization, the supervisors do so for their 
units/departments.  

  In the role of a disseminator, the manager transmits information to the concerned per-
sons in the organization. While the managers at the top level get and transmit more informa-
tion from outside, the supervisors collect information relevant for their units/departments, 
and disseminate it among their people.  

  In the role of spokesperson, the manager disseminates the organization’s information 
into its environment. While the managers at the top level function as industry experts, the 
supervisors are seen as unit/departmental experts.  

     Decisional Roles  
  Decisional roles equip the managers well for decision-making. There are four decisional 
roles. In the entrepreneur role, the managers at the top level look for opportunities inter-
nally and externally, and initiate change; the supervisors design the details of the projects.   

 The three inter-
personal roles are 
figurehead, leader, and 
liaison. 

 The three inter-
personal roles are 
figurehead, leader, and 
liaison. 
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Introduction to Organizational Behaviour  5

  In the disturbance handler role, the manager deals with threats to the organization. 
While managers at the top level are alert to important, unexpected disturbances and take 
necessary corrective action, supervisors alert the top managers of new developments, and 
support them in coping with such developments.  

  EXHIBIT 1.1   Managerial Roles  

Interpersonal Roles

Role Description Identifiable activities

Figurehead The symbolic head who is required to 
perform a number of routine social or legal 
duties

Ceremony, status requests, and solicitations

Leader Responsible for motivating and activating 
subordinates as well as for staffing and 
associated duties

Virtually all managerial activities involving 
subordinates

Liaison Maintains a self-developed network of 
outsiders and contacts who provide favours 
and information

Acknowledgments of mail, external board 
work, and other activities involving outsiders

Informational Roles

Role Description Identifiable activities

Monitor Seeks and receives wide variety of special 
and current information to develop thorough 
understanding of the organization and the 
environment so as to be the nerve centre 
of internal and external information of the 
organization

Handing mail and contracts concerned with 
receiving information, including periodical 
news and observational tours

Disseminator Transmits information received from outsiders 
and subordinates to organization members, 
some of it being factual, some involving 
interpretation and integration of diverse value 
position of organizational influencers

Forwarding mail into the organization for 
informational purposes, verbal contracts 
involving information flow to subordinates, 
such as review sessions and instant 
communication

Spokesperson Transmits information to outsiders about 
organization plans, policies, actions, and 
results and serves as an expert about the 
organization’s industry

Board meetings, handling mail and contracts 
involving the transmission of information to 
outsiders

Decisional Roles

Role Description Identifiable activities

Entrepreneur Searches internally and externally for 
opportunities, initiates improvement  projects 
to bring about change, and  supervises the 
design of certain projects

Strategy and review session involving 
initiation or design of improvement projects

Disturbance handler Responsible for corrective action when the 
organization faces important, unexpected 
disturbances

Strategy and review sessions involving 
disturbances and crises

Resource allocation Responsible for the allocation of resources, 
thereby making or approving all significant 
decisions

Scheduling, requesting authorization, 
budgeting activities, and programming 
subordinates’ work

Negotiator Responsible for representing the organization 
at major negotiations

Negotiation
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6  Understanding Organizational Behaviour

  In the resource allocator role, the manager wisely decides who needs 
when and how much to work for achieving the goals. While the manag-
ers at the top level are concerned with allocation of resources among the 
units/departments, the supervisors are involved in optimum utilization of 
available resources.  

  In the negotiator role, the manager negotiates on behalf of the organiza-
tion. While the managers at the top level negotiate with significant external agencies about 
resources and marketing support, as well as with their units/departments about productivity, 
supervisors do the same with their top management (for resources and support) and their 
people for results.  

  In all these roles, the managers at the top level focus on the total organization and the 
environment, and take a long-term view, while supervisors are more focused internally and 
have a short-term view.  

  A number of studies have tested Mintzberg’s theory and the evidence generally supports 
Mintzberg’s roles. However, it has been found that the roles change depending on the hier-
archical position of the manager, and especially the distinction as to whether they manage 
people to complete tasks, or set the direction for task completion. For example, the roles of 
disseminator, liaison, figurehead, negotiator, and spokesperson are practised more at higher 
levels than at lower-level management.  

  After studying 450 managers, Luthans and his colleagues defined four managerial 
roles: 2  

    1.    Traditional management—decision-making, planning, and controlling   
   2.    Communication—exchanging routine information and processing paperwork   
   3.    Human resource management—motivating, disciplining, managing conflict, staffing, 

and training   
   4.    Networking—socializing, politicizing, and interacting with outsiders     

  Then they studied the percentage of time spent by each category of managers on the 
managerial roles. These are shown in Table 1.1.     

  TABLE 1.1    Time Spent on the Managerial Roles and Effectiveness Levels   

Activity Percentage of time

Average managers Successful managers Effective managers

Traditional management 32 1 19

Communication 29 3 44

HR management 20 2 26

Networking 19 8 11

MANAGERIAL FUNCTIONS  
  As noted earlier, managerial roles are the clusters of functions that the role occupant (man-
ager) is expected to perform by the role senders (subordinates, senior people, colleagues, 
and self). Similarly, managerial functions are the cluster of activities that a manager per-
forms to fulfil the main obligations (roles).  

 The four decisional 
roles are entrepreneur, 
disturbance handler, 
resource allocator, and 
negotiator. 

 The four decisional 
roles are entrepreneur, 
disturbance handler, 
resource allocator, and 
negotiator. 
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Introduction to Organizational Behaviour  7

  Henry Fayol was the first to propose the concept of managerial functions. Fayol has been 
described as the father of modern operational management theory. He suggested that man-
agement should be viewed as a process, and argued that ‘to manage means to forecast and 
plan, to organize and give orders, to coordinate and control’. 3   

  Fayol was one of the most influential contributors to the modern concepts of manage-
ment. He proposed the following five primary functions of management:  

    1.    Planning—projecting the future and preparing action plans   
   2.    Organizing—designing the structure of the organization   
   3.    Commanding—maintaining activity among the employees   
   4.    Coordinating—unifying and harmonizing activities and efforts   
   5.    Controlling—seeing that everything occurs in conformity with policies and practices    

  Many of today’s management texts 4  have reduced the five functions to four, as shown in the 
following text:  

    1.    Planning—deciding what needs to happen in the future (today, next week, next month, 
next year, over the next five years, etc.) and generating plans for action   

   2.    Organizing—making optimum use of the resources required to enable the successful 
carrying out of plans   

   3.    Leading/motivating—getting others to play an effective part in achieving plans   
   4.    Controlling/monitoring—checking progress against plans, which may need modifica-

tion based on feedback     

  There are several differences in roles and functions. While roles are more relational, 
functions go beyond interpersonal relations. In roles, the manager interfaces with several 
other role occupants. Roles involve expectations of others and require managers to respond 
to those expectations. On the other hand, functions such as planning, decision-making, etc. 
may not necessarily involve working with others, and several managerial functions can be 
performed without communication with people.  

  Functions also may cut across several roles. In that sense, functions rep-
resent broader characteristics. For example, the function of motivating is 
involved in several roles such as leader role, resource allocator, etc.  

  It has been suggested that while roles answer the question ‘how to inter-
face with other people to reach our goals?’, functions answer the question 
‘what do you do to accomplish our goals?’  

Managerial Competencies  
  Managers need to have some competencies (skills, attitudes, orientation, knowledge, etc.) 
to perform various functions expected of them. Katz was the first to suggest three groups 
of competencies required for management: conceptual competencies, human competen-
cies, and technical competencies. Katz called them skills. We shall use the term ‘com-
petency’ as it has been currently accepted. According to Katz, while all managers need 
competencies, their importance is related to the level of management. This is shown in the 
figure, originally suggested by Katz (Fig. 1.1). 5  This shows that while senior management 
needs conceptual competencies, management at the lower level need more  technical 
competencies.   

 Roles are more 
 relational; functions 
go beyond interper-
sonal relations. 

 Roles are more 
 relational; functions 
go beyond interper-
sonal relations. 
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8  Understanding Organizational Behaviour

  Technical competencies require knowledge of a particular technology and proficiency in 
the use of the techniques. Managers need to have knowledge of techniques as well as skills 
of using it.  

  Human competencies involve working effectively with people and getting their cooperation 
and commitment. These also involve inspiring people, and helping them to recognize and use 
their strengths.  

  Conceptual competencies involve working with ideas. In order to have insight into a 
problem, managers need to have an understanding of the ideas, their relationships, and 
different patterns of the combination of ideas (generally called theory).  

  As already stated, the importance of the three categories of competencies is related with 
the level of management. Lowest level of management deals with techniques and specific 
work to be done. So, technical competencies are more important for them. For middle-level 
managers, human competencies are more important, because they need to inspire people 
and get their commitment to achieve the organizational goals. The managers at top level 
require conceptual competencies to think of different ways of formulating problems and 
searching alternative solutions. They also work for the future development of the organiza-
tion. All these require conceptual strength.  

  Competencies differ from personality traits (e.g., hardiness), motives (e.g., power, need), roles 
(e.g., supervisor), and functions (e.g., planning). Competencies are the requirements for effective-
ness of a role. Competencies include knowledge, skills, attitudes, etc. A managerial competency 
involves a sequential pattern of behaviours performed in order to achieve a desired outcome. 6    

  Based on a study of a sample of about 400 managers, Whetten and 
Cameron identified competencies of effective managers. After comparing 
their results with other well-known authors on management competencies, 
they summarized characteristics of effective managers, which are shown in 
Exhibit 1.2. 7          

   THE ORGANIZATION AND THE INDIVIDUAL  
  Although people were always regarded as important in managing organizations, their 
centrality has become sharper in today’s changing world. While it is much easier to buy 
technology and to borrow and get resources, both financial and material, it is impossible 

Technical

Conceptual

Human

Skill Mix

Executive

   Management Levels
Middle

First-line

    Fig. 1.1     Katz Model of Managerial Competencies   

 Competencies are 
the requirements for 
effectiveness of a role. 

 Competencies are 
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effectiveness of a role. 
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Introduction to Organizational Behaviour  9

to buy human processes (such as faster decision-making, effective negotiation, strategy 
formulation, and leadership development). Our understanding of human dynamics has 
thus become more complex as well as more crucial. This is the focus of organizational 
behaviour (OB), which can be defined as an interdisciplinary behavioural science studying 
 phenomena related to the dynamics (processes) of organizations and their various human 
units (individuals, roles, dyads, teams, inter-teams, organizations, and the organization–
environment interface).  

  Human processes concern not only individual employees and other members asso-
ciated with organizations, but are also related to other human units of an organization. 
Individuals come to work in an organization and get integrated (or remain alienated) as per 
the roles they occupy in the organization. The roles, therefore, require separate attention. 

Individuals do not work in isolation. The smallest unit in an organization is 
a dyad (two-member groups consisting of an employee and a supervisor). 
For most tasks, people work in teams. Enough attention, therefore, needs 
to be given to the formation of teams, their dynamics, and ways of making 
them more effective. The effectiveness of an organization also depends on 
inter-team collaboration—the collaboration of teams in an organization 
with other internal teams as well as with external teams. Each organization 
has its own dynamics: its culture, its climate, the process of its develop-
ment and decay, and the process of its turnaround or dissolution. The 

  EXHIBIT 1.2    Characteristics of  Effective Managers  
   Self-awareness   

   •    Personality   
  •    Values   
  •    Needs   
  •    Cognitive style    

   Managing Personal Stress   

   •    Time management   
  •    Goals   
  •    Activity balance    

   Creative Problem Solving   

   •    Divergent thinking   
  •    Conceptual blocks   
  •    Redefining problems    

   Gaining Power and Influence   

   •    Sources of power   
  •    Converting power to influence   
  •    Beneficial use, not abuse, of power    

   Managing Conflict   

   •    Sources of conflict   
  •    Assertiveness and sensitivity   
  •    Handling criticism    

   Establishing Supportive Relationship   

   •    Listening   
  •    Empathizing   
  •    Counselling    

   Improving Employee Performance/
Motivating Others   

   •    Understanding needs/expectations   
  •    Rewards   
  •    Timing    

   Effective Delegation and Joint 
Decision-making   

   •    Decision-making   
  •    Assigning tasks   
  •    Evaluating performance   
  •    Autonomous versus joint decision-making    

   Improving Group Decision-making   

   •    Chairing meetings   
  •    Avoiding pitfalls of bad meetings   
  •    Making effective presentations    

 Organizational behav-
iour can be defined 
as an interdisciplinary 
behavioural  science 
which studies phe-
nomena related to 
organizations and their 
human units. 

 Organizational behav-
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human units. 
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10  Understanding Organizational Behaviour

organization also deals with the external environment. Its interface with the environment 
requires an understanding of political dynamics so that it can not only adapt itself to the 
changing environment, but can also impact and ‘shape’ the external environment.    

   OB AND THE  BEHAVIOURAL SCIENCES  
  Organizational behaviour is concerned with this whole gamut of units (individuals, roles, 
dyad, teams, and entire organizations) and interfaces (interpersonal, inter-team, and 
 organization–environment). Each of these aspects deserves independent understanding 
and study, so that interventions can be designed and implemented to make organizations 
more effective.   

  This wide range of concerns necessitates drawing on knowledge from 
several fields, especially from the behavioural sciences, and applying this 
knowledge meaningfully. The conceptual foundation of OB is multidisci-
plinary. While an understanding of individual dynamics is helped by the 
study of psychology (psychodynamics, cognitive studies, human psychol-
ogy, social psychology, etc.), a proper understanding of roles and groups 
is provided by sociology. Merton, in particular, has contributed much 
to the understanding of roles, later taken up by other scholars. Group 

dynamics, including the study of conflict and collaboration between groups, has been 
a major contribution of sociology and social psychology. Sherif and Sherif  8  have done 
pioneering work in this area. The study of the culture, values, and functioning of unique 
groups has been the main contribution of anthropology. Issues of power and politics are 
studied in political science. Table 1.2 shows the respective sources of OB topics for differ-
ent organizational units.   

Psychology  
  Psychology is a branch of science that deals with mental processes and behaviour, that is, the 
way the human mind works. Psychologists study motives, reactions, feelings, perception, cog-
nition, attention, emotion, motivation, personality, and interpersonal relationships, among 
other things.   

Sociology  
  Sociology is the study of society, human social interaction, and the rules and processes that 
govern people as individuals and as members of associations, groups, and institutions. It is 
a social science that, with the help of empirical techniques and critical analyses, develops a 
scientific knowledge and theory about human social activity, often with the goal of applying 
such knowledge to the pursuit of social welfare. This broad discipline, in general, focuses 
on social stratification (i.e., class relations), religion, secularization, modernity, culture, 
and deviance. Sociology uses both qualitative and quantitative research techniques in its 
approach to the study of various social phenomena, known as social network analysis.   

Anthropology  
  The ‘science of humanity’, anthropology encompasses a broad range of studies including 
the evolutionary history of human beings and features of different societies, cultures, and 

 The conceptual 
foundations of OB 
are anchored in the 
behavioural sciences 
of psychology, sociol-
ogy, anthropology, and 
political science. 
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Introduction to Organizational Behaviour  11

human groups. Some of the basic concerns of anthropology are: What are the physical traits 
of humans?; How do humans behave?; Why are there variations and differences among 
different groups of humans?; How has the evolutionary past of Homo sapiens influenced its 
social organization and culture?; and so forth.

Political Science
This branch of social science deals with politics in its theory and practice, and the analysis 
of various political systems and political behaviours. It helps us to understand the dynamics 

TABLE 1.2 Behavioural Science Sources of OB Topics

Organizational unit Topic Relevant behavioural science

Individual Motivation Psychology

Perception Psychology

Personality Psychology

Personal effectiveness Psychology

Decision-making Psychology

Interpersonal styles Psychology

Attitudes Psychology

Role Role effectiveness Sociology and Psychology

Leadership Sociology and Psychology

Work motivation Sociology and Psychology

Role stress and burnout Sociology and Psychology

Coping Sociology and Psychology

Teams and inter-teams Team effectiveness Psychology

Interpersonal communication Psychology

Conflict management Psychology

Consensus-building Psychology

Developing collaboration Psychology

Organization Organizational culture Psychology

Organizational climate Psychology

Organizational communication Psychology

Organizational learning Psychology

Organizational change Psychology

Organizational development Psychology

Power and politics Political science

Cross-cultural organizations Anthropology

Context Societal culture Anthropology

Values Anthropology

Positive thinking Psychology

Learning Psychology
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12  Understanding Organizational Behaviour

of power and politics within organizations, since there is usually a hierarchical structure of 
different levels of managers and subordinates.

We thus see that the conceptual foundations of OB are anchored in the behavioural sciences 
of psychology (including social psychology, clinical psychology, and industrial psychology), soci-
ology, anthropology, and political science. We have drawn on the major theories of these sci-
ences. The premise in this book is that we cannot understand the dynamics of individuals, roles, 
teams, or organizations without understanding the relevant basic processes. Unfortunately, 
organizational process has remained rather a neglected aspect of OB until now. This volume 
therefore emphasizes the importance of organizational process, which we will discuss in the 
later part of the chapter.

EVOLUTION OF OB
Since OB is an interdisciplinary study, scholars and practitioners should be aware of the 
evolution of this new field, including the rich origins of relevant thoughts and practices in 
many cultures across the world.

In the West, the importance of OB can be traced to early twentieth century in Europe and 
the US. The leading contributors in the evolution of OB are discussed next.

Robert Owen
Robert Owen, a British industrialist of the early nineteenth century, attended to the vari-
ous needs of workers: he improved working conditions, prevented child labour, shortened 
working hours, and provided meals for employees. In that same century, the German psy-
chologist Munsterbeg and the American scholar Mary Follett wrote about the importance 
of motivation, participation, and democracy. However, these pioneering attempts and ideas 
remained largely neglected until the 1930s.

Fredrick Taylor
It was in the US that OB flourished early. At the turn of the twentieth century, Fredrick 
Taylor popularized the concept of scientific management using studies of time and motion. 
There was little concern for the human aspects. The main emphasis was on the manipula-
tion of the workplace. Although these studies contributed to the development of industrial 
psychology, the human dimensions were neglected.

Hawthorne Studies
The beginning of OB may be said to lie in the ‘Hawthorne studies’ (Exhibit 1.3). In 1924, at 
the Hawthorne works of the Western Electric Company, USA, studies were being conducted 
to determine the effect of the intensity of light on productivity.9 Productivity increased under 
both conditions of increasing and decreasing intensity of light. This was a baffling finding. 
The researchers then investigated the effect of rest pauses, with the same result: productiv-
ity increased under each trial. The chance findings of these Hawthorne studies matched 
with the workers’ preferences of factors influencing productivity: these were size of group, 
supervisory behaviour, earning, novelty of situation, workers’ interest in the experiment, 
and attention received. Thus, for the first time, the importance of ‘behavioural’ factors was 
discovered, and that too by chance.
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Introduction to Organizational Behaviour  13

  EXHIBIT 1.3   The  Hawthorne Studies  
  During 1924 and 1927, a series of studies relating to illumination level was conducted by the industrial engineers 
of Western Electric. One of the studies, conducted at the Hawthorne Works of the Western Electric Company in 
Cicero, Illinois, aimed at finding out the optimum level of lighting required for productivity.  

  In the first experiment, there was no control group. The researchers experimented on three different depart-
ments, where all showed an increase of productivity. In the second study, a control group had no change in lighting, 
while the experimental group got a sequence of increasing light levels. The outcome of the study was that both 
groups substantially increased their productivity, and there was no difference between the groups. This naturally 
piqued the researchers’ curiosity.  

  In the third study, the researchers decided to see what would happen if they decreased lighting. The control group 
got stable illumination, while the other got a sequence of decreasing levels. Surprisingly, both groups steadily increased 
productivity until finally, the light in the experimental group got so low that they protested and production fell off.  

  The fourth study was carried out specifically on two women. It was found that under widely varying light levels 
their productivity remained constant. In addition, if the researcher said bright was good, they said they preferred 
the light; if he said dimmer was good; they said they preferred it. Thus the researchers concluded that the workers’ 
preference on lighting level was completely subjective.  

  At this point, researchers of Western Electric realized that something else besides lighting was affecting the 
productivity. They presumed that the supervision of the researchers had some effect, so they ended the illumina-
tion experiments in 1927. Finally it was concluded that any kind of change to the routine work increased produc-
tivity or performance of employees.  

  Subsequently in 1927, the Harvard professor Elton Mayo, along with his associates, joined as consultant in 
order to further the research study. The experiments started again and lasted till 1932. These experiments con-
sisted of redesigning jobs, changing workday and workweek lengths, providing additional rest times, and studying 
the factor of wage changes.  

Source:  http://www.referenceforbusiness.com/encyclopedia/Gov Inc/Hawthorne-Experiments.html, accessed on 6 September 2014. 

   Human Relations Movement  
  The Hawthorne studies led to the human relations movement, which started in the 1950s. 
Its main emphasis was on the social environment to which people responded. It advocated 
that people were motivated more by social rather than economic needs. McGregor and 
Maslow became the main proponents and figureheads of the human relations movement. 
McGregor 10  is famous for his classification of managerial behaviour into two contrasting 
categories, called Theory X and Theory Y. Maslow 11  is famous for his theory of motivation 
(hierarchy of needs), which we shall discuss in Chapter 7.    

   VARIOUS  TRENDS IN OB  
  OB has been influenced by the following trends:  

			•		 		The	systems	approach			
		•		 		The	socio-technical	system	approach			
		•		 		The	democratic	approach			

		•		 		The	contingency	approach			
		•		 		The	interactional	approach				

   The  Systems Approach  
  The systems theory views organizations as complex systems consisting of interrelated 
elements functioning as a whole. The various units (human, material, information, and 
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14  Understanding Organizational Behaviour

finance) interact with each other to produce products and profits; they do not function 
in isolation.   

   The  Socio-technical System Approach  
  Important work was done in England at the Tavistock Institute. The term ‘socio-technical 
system’ was coined there. Researchers and practitioners at the institute demonstrated that 
the technology of production was a major determinant in the organization of firms. It was 
demonstrated that technology would greatly influence the culture and structure of the orga-
nization. Trist and his colleagues of the Tavistock Institute demonstrated that changing tech-
nology from small-group work to three-shift working had a disruptive effect on workers’ 
output and productivity. 12  This approach influenced OB also in the US. Exhibit 1.4 discusses 
the socio-technical system at Toyota.    

   The  Democratic Approach  
  Emphasis on democracy in the political field influenced thinking in all other aspects of 
life. Importance was given to democracy in the workplace, human dignity was valued, and 
participation and involvement of employees was seen as a good in itself, as well as a means 
of increasing productivity.   

   The  Contingency Approach  
  Instead of insisting on a universal solution as the best way of doing things, the contingency 
approach came to be more widely accepted. According to this approach, the appropriate 
managerial behaviour in a situation depends on the elements of that situation. We shall dis-
cuss this approach in Chapter 20.   

  EXHIBIT 1.4   Socio-technical System Approach at Toyota  
  A good example of  socio-technical system  is the Toyota Production System (TPS). A well-integrated system combin-
ing the management philosophy and practices of Toyota, TPS is designed for the automobile industry to organize 
logistics of manufacturing including interaction with suppliers and customers. The system came into existence 
between 1948 and 1975 and was called ‘Just in Time Production’ by the founder of Toyota, Sakichi Toyoda, his son 
Kiichiro Toyoda, and an engineer, Taiichi Ohno. All three of them were inspired greatly by the work of W. Edwards 
Deming and the writings of Henry Ford, the don of automobile industry. The assembly line and mass production 
by Ford in the United States did not appeal to them. It was the system of an automatic drink re-supplier which 
gave them an idea for TPS. This happened while they were shopping in a supermarket and observed that a drink 
given to a customer was immediately replaced by another drink for the next customer.  

  Toyota Production System started with the main objectives to keep down overburden and inconsistency, 
and to eliminate waste. The TPS has been compared to squeezing water from a dry towel, that is, it is a system 
that can take care of thorough waste elimination—waste here refers to anything that impedes the production 
process and does not increase added value. Toyota was thus able to greatly reduce time and cost using the TPS 
while improving quality. This system undoubtedly made Toyota to become one of the ten largest companies in the 
world. Toyota’s profits are equivalent to the profits of all the other car companies combined, and it became the 
largest car manufacturer in 2007.  

  Looking at the success of Toyota, many companies in different sectors, including construction and health care, 
have tried to emulate the TPS in varying degrees in their organizations.  

  Source:  http://en.wikipedia.org/wiki/Toyota_Production_System, accessed on 6 September 2014. 
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Introduction to Organizational Behaviour  15

The Interactional Approach
Generally, there is a tendency to search for cause-and-effect relationships (what causes 
what), so that the ‘causes’ can be influenced to manipulate the effects. The interactional 
approach suggests that the relationship is not simple and one-way: there is continuous inter-
action between the so-called ‘causes’ and ‘effects’ and the ‘effect’ can also become a cause. 
For example, it is believed that employee attitudes influence their perception of work. But 
the employees’ experience at work may also modify or shape their attitudes. There is a con-
tinuous interaction between the two.

OB IN INDIA
Four developmental trends have contributed to the evolution of OB in India.

Applied Behavioural Sciences
The first trend was the increase in the scope of applied behavioural sciences (ABS). While 
education and social anthropology were always ‘applied’ sciences, departments of applied 
psychology were established in Kolkata (then Calcutta) and later in other universities. 
Applied psychology was, however, still confined to clinical, industrial, and educational psy-
chology. Some departments of sociology initiated the study and teaching of social issues. 
However, very little work was done in applied political science until the establishment of 
the Centre for the Study of Developing Societies and the Centre for Policy Research. Public 
administration, management, and agricultural extension meanwhile emerged as new areas 
of higher education and research.

Boundaries between Different Behavioural Sciences
The second trend was the relaxing of boundaries between the different behavioural sci-
ences. Reviews of research in psychology sponsored by the Indian Council of Social Science 
Research (ICSSR), New Delhi, are a good example of this (as also of the first trend). 
Compared with the first review,13 which used traditional classification for the topics, the 
second used thematic classification, including social issues such as poverty, inequality, popu-
lation and family planning, and ecology, and drew on relevant writings from other behav-
ioural sciences for topics such as communication, influence, and political processes.14 This 
trend was continued in the third15 and subsequent surveys. In the third survey, topics such 
as inter-group relations, rural development, and organizational effectiveness were included. 
The Behavioural Sciences Centre was established in New Delhi under the chairmanship of 
S.K. Mitra in 1962. The centre published three directories of research in behavioural sci-
ences, a guide to Indian behavioural science periodicals, and a quarterly, Indian Behavioural 
Sciences (IBS) Abstracts. When ICSSR started the publication of abstracts of periodicals, the 
IBS Abstracts was discontinued.

The Psychodynamic Process
The third trend, the psychodynamic process as the integrating force for behavioural sci-
ence research and applications, had its beginnings in India with the coming of Rolf Lynton 
to Mysore, where he founded the institution Aloka in 1957 for youth leaders from Asian 
countries. This trend was strengthened with the institutionalization of learning groups 
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16  Understanding Organizational Behaviour

(L-groups) and training groups (T-groups). This was used as the core methodology to help 
people confront interpersonal and group issues at the Small Industry Extension Training 
Institute in the early 1960s, where this author joined Rolf Lynton to redesign training 
and group development.16 IIM Calcutta, under the influence of McGregor, Bennis, and 
Baumgartel, arranged to send some of its behavioural scientists to National Transportation 
Library (NTL). With social scientists going to NTL from various parts of the country as well, 
a sizeable group of NTL-trained persons was built up, who established the Indian Society 
for Applied Behavioural Science (ISABS) in 1971. ISABS is a highly specialized professional 
group of ABS experts engaged in advancing its cause. ISABS is involved in developing ABS 
competence throughout the country.

Development of Action Research
The fourth trend contributing to the development of ABS, dealing with social, group, or 
institutional issues, using process interventions, and involving the members of the con-
cerned group in research, was that of action research. This had its beginnings in India 
in community development, but emerged more strongly in education with the coming of 
Stephen M. Corey to India in the late 1950s, at the invitation of the Ministry of Education. 
A large number of action research workshops were organized for teachers and headmas-
ters throughout the country. The workshops entailed the three elements of ABS. A manual 
for facilitators of such workshops advocated the psychodynamic approach in classrooms. 
Incidentally, T-groups were convened in New Delhi in the late 1950s and early 1960s.

ORGANIZATIONAL PROCESS
Process can be defined as the underlying human and behavioural dimensions of an orga-
nization, and the various groups and individuals constituting it. Process can be contrasted 
with structure on the one hand and content on the other. When an organization faces a 
problem or crisis, a solution is usually sought in terms of changes that can be made in the 
organization. For example, suppose a university faces the problem of teachers not spending 
enough time in their offices and going home much earlier than expected. One solution is 
to promulgate new rules giving greater power to the department heads and enabling them 
to act as police officers. Similarly, if an organization faces the problem of a conflict between 
two departments or two individuals, a solution is sought in defining the respective roles 
more clearly, making each one responsible for specific aspects of the work. The implication 
here is not to undermine the importance of these aspects of organizational life, nor to sug-
gest that structural changes are less desirable. But while such changes are being suggested, 
what is forgotten is that there are underlying behavioural dimensions, and group dynamics, 
and a mere structural adjustment may not be able to help the situation. It is unfortunate 
that structure is overstressed and process neglected, and it is still more unfortunate that a 
dichotomy is seen between them.

Process vs Structure
The stress on process should not mean that the importance of structure can be under-
mined. In fact, structure and process are two sides of the same coin. Emphasis on one 
implies emphasis on the other, the only difference being that the emphasis has a different 
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Introduction to Organizational Behaviour  17

focus. Structural changes are part of the dynamics underlying organiza-
tional processes. An organizational problem that requires a change in 
structure as a possible solution can be addressed equally well with empha-
sis on the process, with the understanding that that will bring about the 
necessary structural change. Thus, an integration of structure and process 
can be achieved, rather than worrying about which of the two is more 
important.   

   Process vs Content  
  A similar dichotomy is present between content and process. When thinking of education, 
for example, the syllabus (as a catalogue of various items of knowledge which the students 
should acquire) assumes great importance. Much energy goes into discussing the content 
of knowledge which the students should acquire. Similarly, in the training of teachers, more 
emphasis is laid on what the teachers should know in order to teach better. Even when the 
teacher’s behaviour is discussed, the emphasis is again on the syllabus—what the teacher 
should know so as to behave in a different way. Process is neglected. There is no discussion 
at all of how teachers and students interact in the school and in classrooms, what happens in 
various groups, how teachers behave and what they do in order to meet the various goals of 
the school, what relationship exists between the headmaster and the teacher, and how the 
headmaster interacts with students and with what results. Unfortunately, these aspects are 
taken for granted.   

  The concept of process essentially concerns the question of ‘how’ and, to a great extent, the 
question of ‘why’. It emphasizes the behavioural and interactional dimensions of a situation. It 
also emphasizes the dimension of values, which is often neglected. Thus, process is concerned 
with the overall dynamics that underlie most questions of change.    

   PROCESS LEVELS   
  While discussing the importance of process, it may be useful to consider it from the perspec-
tive of several levels. In an organization, several levels operate simultaneously, from the indi-
viduals who work in the organization to the whole of society, which constitutes the context in 
which the organization functions. Nine different levels can be identified between the micro 

level (the individual) and the macro level 
(society). Different processes operate at 
different levels, but they should not be 
treated in isolation. In fact, the various lev-
els interact, and the processes at different 
levels have significance for one another. It 
may, therefore, be useful to think of link-
ages, and treat the processes at one level 
in the context of (and as linking with) the 
processes at the other levels. This implies 
treating process as a continuous phenom-
enon. The various  levels at which pro-
cesses operate are discussed hereafter.   

 Process can be defined 
as the underlying 
human and behavioural 
dimensions of an 
organization and the 
various groups and indi-
viduals constituting it. 

 Process can be defined 
as the underlying 
human and behavioural 
dimensions of an 
organization and the 
various groups and indi-
viduals constituting it. 

      I am impressed with our market leadership. Now pay more attention 
to human dynamics and interpersonal behaviour in your teams.    

UOB_Book.indb   17 06/10/15   8:35 PM

© Oxford University Press. All rights reserved.

Oxfo
rd 

Univ
ers

ity
 Pres

s



18  Understanding Organizational Behaviour

  In the discussion which follows, only one main process which charac-
terizes a particular level is picked up as the primary process at that level. 
Various other processes also operate at that level, and the discussion of 
a single process is only for convenience. Figure 1.2 shows the various 
processes.   

   The Person—Existential Processes  
  The processes which operate at the level of the individual working in an organization can 
be defined as interpersonal existential processes. Of primary importance at this level is the 
process of self-awareness, that is, to what extent the person is aware of what is happening to 
him or her, of social reality, of his or her relationships with others, and so on. It also relates 
to an awareness of the various aspects of one’s life, which are primarily concerned with self-
actualization, or the achieving of personal goals.   

   Interpersonal—Empathic Processes  
  The main process at the interpersonal level is the empathic process, the process of one indi-
vidual reaching out to another and establishing a relationship with him or her. This has several 
significant aspects, and communication is one of them. How people communicate with one 

    Fig. 1.2    Various Processes   

Various
Processes

8
Community:

Social awareness 
processes

9
Society:

Value processes

1
Individual:

Existential processes
2

Interpersonal:
Empathic processes

3
Role: 

Coping processes

4
Group: 

Building processes

5
Inter-group: 

Collaborative
processes

6
Organization:

Growth processes

7
Organization–
Environment: 

Influence processes

 Different processes 
operate at different 
levels, but they should 
not be treated in 
isolation. 

 Different processes 
operate at different 
levels, but they should 
not be treated in 
isolation. 
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Introduction to Organizational Behaviour  19

another is not only important in itself, but also because it has implications for relationship-
building between two or more individuals. Similarly, collaborative and competitive processes, 
which respectively result in cooperation and conflict, represent another important dimension.    

   The Role—Coping Processes  
  Role processes (associated with the role an individual plays in an organization) have been 
comparatively neglected. The individual has a role to play in the organization, and this role 
enables each person to build up links with other persons in the organization. The role, there-
fore, is an important linking concept. The main process associated with the role is that of 

 coping. Individuals have to deal with various problems that impinge on 
their roles. Various role conflicts or role stresses have implications for the 
effectiveness of both the individual and the various groups working in the 
organization. If individuals cope effectively with these stresses, their effec-
tiveness in the organization will be high, and vice versa.     

   The Group—Building Processes  
  Various groups work in the organization as distinct entities. These may either be functional 
groups (production people, marketing people, researchers, etc.) or hierarchical groups 
(headmasters, teachers, senior managers, middle managers, workers, supervisors, etc.). 
These groups, including those comprising entire departments, have their own dynamics. 
The main processes which characterize a group are concerned with the formation and 
building up of the group as an entity. The main aspects of building processes are norms and 
traditions which emerge in the group.   

   Inter-group—Collaborative Processes  
  Various groups in an organization work with each other: they shoulder common responsi-
bilities as well as deal with problems in their own respective areas. The main process oper-
ating between groups is thus cooperation. When interacting groups have a shared goal in 
common, they cooperate.  

  Another related process in a group is problem solving. The main underlying process in 
problem solving is that of perception—whether each group perceives the other as contribut-
ing to its interests or lacks trust in the other. This influences the stand the two groups take 
towards any problem they face.   

   The Organization—Growth 
Processes  
  A dynamic organization is constantly 
evolving and growing in terms of its mis-
sion, areas of activity, size, etc. It is con-
tinuously learning, that is, utilizing past 
experience in future action. Its channels 
of communication function effectively. 
A dynamic organization also develops 
conducive climate that helps employees 

 The main process 
associated with role 
is that of coping. 

 The main process 
associated with role 
is that of coping. 

      You have a long list of achievements in your CV. But could you share 
with us some concrete experiences on coping with problems at work?    
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20  Understanding Organizational Behaviour

to attain self-fulfilment and contribute their utmost to the achievement of organizational 
goals. It also deals effectively with change.

The Organization–Environment Interface—Influence Processes
An organization has interfaces with the societal environment, namely the political, eco-
nomic, and cultural conditions prevailing at a particular time in society. It is necessary to 
understand the framework of societal culture; otherwise the organization does not develop 
deep roots. In addition, the organization is also involved in a transactional process with the 
environment. The main process on this dimension is that of influence, and it is an impor-
tant process for institution-building. Either the organization exerts greater influence on the 
environment, or vice versa.

The Community—Social Awareness Processes
The community has some special responsibilities and certain processes operate at that level. 
Some organizations may be concerned with the process of relating to and helping the com-
munity, such as educational organizations and those dealing with human development. The 
main process, which operates at the community level, is social awareness.

The Society—Value Processes
Society is the main context within which all organizations work. Social processes are there-
fore an important concern for the organization. However, it is also necessary to consider 
these social processes from the point of view of society as a whole. The most relevant pro-
cesses at the level of the society are related to values and power. Values should be understood 
not only in the sense of what is considered important by a society, but also in terms of who 
is considered a model human being. The process of self-awareness at the community level 
focuses on values.17

NEW PERSPECTIVES—DEVELOPING AN OB MODEL
A model is an easy to understand depiction of a product, building, person, system, theory, 
etc. Like any other model, an OB model can also be developed based on various levels and 
variables to analyse and understand organizational behaviour.

Levels in OB Model
The basic OB model proposes that OB can be analysed at three different levels covering 
right from the individual level to the organization system level. This helps to systematically 
understand organizational behaviour. The basic OB model suggests the study of the organi-
zation at the following three levels:

•	 Organization	system	level	 	 	 	 •	 Group	level	 	 	 	 •	 Individual	level

The three basic levels can be compared with building blocks, where each level is con-
structed on top of the previous one. The concept of group grows out of the foundation laid 
at the individual level; the organization system level is based on the individual and group 
levels; and when all put together, they constitute the OB model as shown in Fig. 1.3.
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Introduction to Organizational Behaviour  21

Fig. 1.3 Three Levels of OB Model

Organization system level

Group level

Individual level

Variables in OB Model
In the OB model, there are two types of variables: independent and dependent.

Independent Variable
As the name indicates, an independent variable does not get affected or changed by any 
other variable and is fully independent. For example, the gender of a person is neither 
affected nor changed by other factors such as height, age, intelligence quotient (IQ), and 
emotional quotient (EQ). However, the independent variable may affect or change other 
variables. In the context of organizations, there are three types of independent variables 
at three different levels: individual level variables, group level variables, and organization 
system level variables.

Individual level variables There are various individual level variables, such as perception, 
learning, motivation, attitude, and personality characteristics. Such individual variables 
affect the behaviour at work. Personal characteristics such as age, gender, marital status, 
personality characteristics, emotions, emotional intelligence, and abilities influence most of 
the behaviour at work.

Group level variables The behaviour of an individual changes when he is in a group as 
compared to when he is alone. The behaviour of the people working in a group is affected by 
many factors such as communication within the group; communication with other groups; 
group cohesiveness, competition, and collaboration; and conflicts in the group. Different 
groups have different behaviour, that is, an individual performs differently when he is with 
different groups. These different behaviours in different situations increase the complexi-
ties of the OB model.

Organization system level variables Organizational behaviour is built on the group and 
individual behaviours. In other words, the formal structure of a group and the individual 
behaviour are the building blocks of organizational behaviour. The formal structure, work 
process, technology, human resource policy, organizational culture, leadership, power and 
politics, communication, etc. are the factors that affect organizational behaviour. A manager 
must understand the field of OB thoroughly and apply that knowledge to make the organiza-
tion’s work more effective and efficient, and also make efforts to improve productivity, reduce 
absenteeism and turnover, as well as increase employee engagement and job satisfaction.
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22  Understanding Organizational Behaviour

Dependent Variable 
As the name indicates, a dependent variable is affected by other variables and may change 
frequently. For example, employee turnover may depend on many factors such as the super-
visor’s behaviour, organizational culture, peer group, salary, and unfair reward system. 
Various dependent variables in the OB model are absenteeism, turnover, job satisfaction, 
productivity, and organizational citizenship.

Absenteeism Absenteeism is a problem that all organizations have to deal with. Due to the 
high absenteeism by some employees, an organization may suffer a great deal in terms pro-
ductivity and discontent in other employees, who are overburdened with extra work. This in 
turn may result in a negative attitude, a strained co-worker relationship, supervisors’ distress 
for not being able to meet targets, etc. It is important for an organization to deal with absen-
teeism by looking at other variables, such as the supervisor’s leadership ability, peer group’s 
behaviour, and family problems of the employee concerned. Measures should be taken to 
rectify such problems. Until and unless these issues are dealt with, the organization may end 
up losing in terms of efficiency and productivity.

Turnover Employee turnover means employees leaving the organization for one reason or 
the other. When we say that the annual turnover rate in company A is very high and that in 
company B is very low, it means that the percentage of employees leaving the organization 
in a year in company A is very high and that in company B is very low. Companies that have a 
high turnover rate may have to bear high financial loss, because when someone leaves a job, 
the company has to spend a lot of money in hiring and training a new employee. In this case, 
the productivity of a company also suffers because the new employee takes time to adapt, 
perform, and be productive in his/her new job. According to a research survey, a com-
pany has to spend approximately one-fifth of an employee’s annual salary to replace that 
employee. A certain amount of turnover rate cannot be avoided by organizations because 
of different reasons; however, when the employee turnover rate is higher than usual, it is a 
matter of concern for the organizations.

Job satisfaction Job satisfaction means how happy and contented an employee is with his/
her job. It is said that a satisfied employee is an asset to the organization. Similarly, if an 
employee is not satisfied with his/her job, he/she develops a negative attitude towards the 
job and the organization, in addition to low morale and low productivity. Hence, an organi-
zation has to satisfy the needs of its employees by job redesigning, designing a reward system, 
etc., as job satisfaction will only be achieved when a person’s expectations are met by his/her 
job. Job satisfaction is a major concern for organizations and most of them conduct job sat-
isfaction surveys to find out the levels of job satisfaction and their possible causes. Since job 
satisfaction is a dependent variable, it is influenced by many other factors such as the level 
of pay and benefits, perceived fairness of the promotion and reward system, quality of the 
working conditions, leadership styles, interpersonal relationships, recognition, challenging 
assignments, and the job itself. These will be discussed in Chapters 7 and 8.

Productivity Productivity is another major concern for organizations. An organization is 
said to be productive if it achieves its goals on time and at the lowest cost. Productivity is both 
effectiveness and efficiency of the organization. For example, a manufacturing company is 
effective when it successfully meets the targets and the needs of its customers by supplying 
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Introduction to Organizational Behaviour  23

quality products, and it is efficient when it can do so at a low cost. Productivity also depends 
on many other variables, such as competence and motivation of employees, technology, 
environmental factors, and government rules and policies. 

Organizational citizenship Organizational citizenship is the employee’s bonding or feeling 
of belonging with his/her organization. If the employee works more than the basic require-
ments of his/her job and is highly attached with the organization, then it is said that there 
is high organizational citizenship within him/her. Employees who go an extra mile, willingly 
and enthusiastically, to carry out tasks which are not part of their job description are the 
building blocks and great assets of the organization.

SUMMARy
Unprecedented changes in society and technology have 
brought into sharp focus the importance of individuals and 
teams to the success of organizations. The study of individu-
als, their roles in organizations, teams, groups, the organiza-
tion as a whole, and their dynamics is within the scope of OB.

OB is a multi-disciplinary study drawing mainly on impor-
tant behavioural sciences such as psychology, sociology, social 
psychology, anthropology, and political science. Significant 
contributions in the development of human thought all over 
the world, mainly in the East, were the ‘ancestors’ of OB, 
although OB as a discipline developed in the West. However, 
Indian OB scholars have made significant contributions 
too. The main contribution of OB is in understanding and 
using processes, which can also be defined as the underlying 
behavioural dimensions of any unit of the organization.

Managers take on several roles, which can be clus-
tered into three categories: interpersonal, informational, 
and decisional. They perform several functions in rela-
tion to these roles, the most important being planning, 
organizing, leading/motivating, and controlling/monitoring. 
Three groups of competencies have been suggested for 

the managers to perform these roles, which are technical, 
human, and conceptual. The importance of these compe-
tencies varies according to the level of management. While 
lower-level managers need to have more technical compe-
tency, middle-level managers require human competencies, 
and higher-level managers primarily must have conceptual 
competencies.

The main processes operating at various levels con-
cern the individual (existential processes), interpersonal 
(empathic processes), the role (coping processes), the 
group (building processes), the inter-group (collabora-
tion processes), the organization (growth processes), the 
organization–environment interface (influence processes), 
the community (social awareness processes), and society 
(value processes).

The OB model proposes that there are two types of 
variables: independent and dependent. Independent vari-
ables are further divided into individual, group, and orga-
nization system levels. Various dependent variables in the 
OB model are absenteeism, turnover, job satisfaction, pro-
ductivity, and organizational citizenship.

KEy WORDS
anthropology the science that studies societies and 
their patterns of living
cognitive related to knowledge or opinion
dependent variable  the variable that is dependent on 
other factors and may change frequently
dyad two-member group
group dynamics complex processes of working of 
groups
independent variable the variable that stands alone 
and is not changed by other variables
interactional approach OB is determined by continu-
ous interaction between individuals and situations

job satisfaction how content an employee is with his/
her job
organization quasi-permanent social unit having a spe-
cific structure and norms to achieve common goals
organizational behaviour (OB) an interdisci-
plinary behavioural science studying phenomena and 
dynamics (processes) of organizations, their various 
human units (individuals, roles, dyads, teams, inter-teams, 
and organizations), and the organization–environment  
interface
organizational citizenship the behaviour of an 
employee toward his/her organization
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24  Understanding Organizational Behaviour

political science the science that studies individual and 
group behaviour within a political environment
process underlying human and behavioural dimensions 
of an organization, and the various groups and individuals 
constituting the organization
productivity the transfer of inputs to outputs at the 
lowest cost, which helps the organization achieve its goals
psychodynamics see group dynamics
psychology the science that explains, measures, and 
attempts to change behaviour
role the position one occupies in a social system, as 
defined by the functions one performs in response to the 

expectations of its ‘significant’ members and one’s own 
expectations from that position
social psychology that part of psychology that inte-
grates concepts from psychology and sociology
sociology the science that studies human groups and 
their activities
system an interrelated set of elements functioning as 
a whole
team two or more persons working together towards a 
common goal(s)
turnover the rate at which existing workers are replaced 
with new ones for any reason

EXERCISES

Concept Review Questions
 1. What is OB? Define and explain.
 2. From which behavioural sciences has OB drawn its 

subject matter?
 3. What are the various trends in OB?
 4. Write a detailed note on Hawthorne experiments and 

their outcome.
 5. Mintzberg identified 10 roles common to the work 

of all managers divided into three groups. What are 
those 10 roles and the three groups of managers?

 6. How do managerial roles differ from managerial 
functions?

 7. What are the main managerial competencies at the 
three management levels?

 8. What is the difference between process and content, 
and process and structure?

 9. Explain the nine levels of processes with the help of a 
diagram.

 10. What is an OB model? How many types of depen-
dent and independent variables are there in the OB 
model?

Critical Thinking Questions
 1. Which intra-team processes are strong and which are 

weak in your class?
 2. Which processes in your organization (workplace 

or institution) require to be strengthened? Consider 
one or two of them and give suggestions on how to 
strengthen those processes.

Classroom Projects
 1. Analyse the structure of your institution. What are the 

accompanying processes?
 2. Analyse a printed speech by a political leader or a 

CEO of a company in terms of content and process.

Field Projects
 1. Attend a meeting at an NGO (for about 30 to 60 min-

utes). Take notes both on the content (what is discussed) 
and the process (how it was discussed, who spoke and 
who were silent, the pattern of participation, etc.)

 2. Attend a meeting in an industry. Assess the quality of 
the content (quality and speed of decision-making) and 
the quality of the processes (participation, consensus-
building, etc.). Is there a relationship between the two?

Group Exercise—Organizational 
Effectiveness
Purpose
To learn about the effect of employee turnover, job satis-
faction, absenteeism, and organizational citizenship on the 
productivity of the organization.

Time Required
Approximately 40 minutes

Conducting the Exercise
Step 1: Make groups of four to six people.
Step 2: Give the following instructions to each group:
 (i) You belong to the human resources (HR) depart-

ment of Topaz Industries. Topaz Industries has been 
in the business of manufacturing batteries since 1980. 
Recently, it has been noticed by the top management 
that the organization is not meeting its goal and is 
incurring heavy losses. Your team has been asked to 
present a report on the causes of low effectiveness 
and low efficiency of the organization.

 (ii) Your team has conducted a survey and the findings of 
the survey are as follows: It has been noticed that the 
productivity of the organization has been decreasing 
for the past 10 months; rate of absenteeism has been 
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Introduction to Organizational Behaviour  25

increasing; employee turnover is very high; employee 
job satisfaction is also very low; and in general employ-
ees refuse to do any work beyond their basic job 
responsibilities. Your team is very concerned on such 
findings. Now, discuss the reasons, consequences, and 

remedial actions to be taken up for all the preceding 
issues. Present your views, comments, and action plan 
in front of the entire class.

Step 3: Conduct a class discussion based on presenta-
tions made by all the groups.

CASE STUDY Downfall of Jagannath Group of Industries

Jagannath Group of Industries (JGI) was set up in 
1991 to manufacture automobiles. By the end of 
1999, it became a market leader in the automobile 
industry and held 80 per cent of the market share. 
In 1991, the company had 100 employees and sales 
of `14 million. After eight years, its manpower went 
up eight times (to 800) and sales rose to `200 mil-
lion. JGI did not have many major competitors in the 
automobile industry except Indian Automobiles Ltd.

In 2000, due to liberalization and globalization, 
many other industries came up in the automobile 
sector in collaboration with industries around the 
globe. Indian Automobiles Ltd also went into partner-
ship with a Japanese company. JGI was too proud to 
go for any such collaboration, since it had a glorious 
past and continued to manufacture the same product 
as they had been doing for the last eight years and 
refused to change by force of external environment. 
The top management firmly believed that their prod-
uct was the best and that they need not change.

By the end of 2002, JGI’s sales dropped to `130 
million and it started losing its customers, since by 
then they had many more options available to them. 
Sundaram Ayyar, president of the group, got worried 
and anxious and called an emergency meeting of all the 
functional heads. He gave them a warning that unless 
their groups did something to increase the revenue of 
the company, they could turn in their resignations. He 
also said that only the best performing group would be 
entitled for any bonus, and that the salaries of groups 
not performing up to the mark would be questioned.

This created a stir in the organization and led to 
fear, anxiety, and low motivation among the employ-
ees. Rather than collaborating, the different depart-
ments began competing with each other. Even within 
the departments, conflicts arose and team members 
did not cooperate with each other. Everyone in the 
organization started looking for other job options 
and several good employees joined elsewhere. When 
the performance of the employees was reviewed after 
three months, it had drastically declined. Sundaram 

Ayyar was furious and called his HR head Samir Jain to 
know about the reasons for the non-performance of 
various groups. Samir Jain suggested taking help from 
external consultants. Ayyar, though apprehensive, per-
mitted Samir to call Marshal Consultants, the leading 
organizational development (OD) consulting firm.

Marshal Consultants carried out a short diagnos-
tic survey and submitted their report a week later. 
The report revealed that JGI had a culture of dis-
trust, low risk-taking, dependency, fear, and a climate 
of control-affiliation, that is, there was low concern 
for results and greater emphasis on maintaining good 
relations for their own security. Due to such a work-
ing culture, the members of the organization were 
divided and were fighting against each other rather 
than fighting together to face new challenges due to 
environmental, political, and economic upheavals in 
the market. They also suggested that the organiza-
tion adopt radical thinking, understand its customers 
and market, and prepare strong teams to deal with 
all of these issues.

All these revelations made Sundaram Ayyar reflect 
on the past six months and the changing behav-
iour of the members of the organization. Through 
 self-introspection, he realized that being the group’s 
president, he himself was very anxious and insecure 
and passed that on down the line. With this insight, he 
was more determined to fight against all odds and once 
again make JGI the market leader. He genuinely shared 
his concerns and anxiety with Samir Jain and asked for 
help. Samir Jain replied, ‘Sir, I can very well understand 
your position, your fears, and your anxiety. We will leave 
no stone unturned to bring JGI once again to the top.’

Questions for Discussion
 1. What are the main learnings from the case?
 2. What are the intra-personal, interpersonal, team, 

and inter-team processes that are reflected in 
the case study?

 3. How should JGI respond to the changing con-
text of the automobile industry?
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