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11.0 OBJECTIVES
After reading this Unit, you should be able to:

® Explain the theory of motivation;
® Describe the concept of Hierarchy of Needs;
® Discuss the functioning of Maslow’s Theory; and

® (iritically evaluate the Needs Hierarchy Theory.

11.1 INTRODUCTION

‘Motivation’ is a very important component of organisational functioning in
administration. Many thinkers have expressed their views on the Theory of Motivation
and their contribution has been phenomenal. The modern era gave birth to a new field
ofresearch, that is the study of human behaviour or psychology. One of the earliest
psychologists to focus attention on happy individuals and their psychological trajectory
was Abraham Maslow, who is well-known for his concept of Hierarchy of Needs,
which formed a part of the Social-psychological Approach across the globe. Therefore,
the fact lies that the workers have to be motivated keeping in mind their needs and
desires. This forms the essence ofthe Social-psychological Approach. Abraham Maslow
essentially made self-fulfillment and happiness a central part of his life’s work. Ina
break from the other experts ofhis time, he wanted to understand what motivated the
great people ofhistory and in order to understand human potential, he wanted to know
what humans were capable of as their healthiest selves. In this Unit, we would explain
Maslow’s early life, his vision on motivation and the effectiveness ofhis Theory. We will
also critically evaluate Maslow’s Hierarchy of Needs Theory.

11.2 A BRIEF BIOGRAPH OF MASLOW

Abraham Harold Maslow was an American psychologist, who was best known for
creating Hierarchy of Needs, a Theory of psychological health predicated on fulfilling

* Contributed by Dr. Sandhya Chopra,Consultant, Faculty of Public Administration, SOSS,
IGNOU, New Delhi.
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innate human needs in priority, culminating in self-actualisation. He studied at the City
College, New York and later went to the University of Wisconsin to study Psychology.
Later, he went on to teach at the Alliant International University, Brandeis
University, Brooklyn College, New School for Social Research, and Columbia
University. He compiled his early publications, which came out as a Book on ‘Motivation
and Personality’ in 1954. He stressed on the importance of focusing on the positive
qualities in people, as opposed to treating them as a “bag of symptoms”.

It was Abraham Maslow who, in 1943, made a breakthrough in human motivation with
the appearance ofhis Paper entitled “A Theory of Human Motivation” published in the
Journal Psychological Review. In this Article, Maslow postulated the idea of a ‘hierarchy
ofhuman needs’. He was of the view that human beings are pleasure-seeking beings
and are motivated towards satisfaction of their needs. Subsequently,he extended to
include his observations of man’s (person’s) innate curiosity. His Theory contends that
as humans meet ‘basic needs’, they seek to satisfy successively ‘higher needs’ that
occupy a set hierarchy.

Maslow studied exemplary people such as Mahatma Gandhi, Albert Einstein, Jane
Adams, Eleanor Roosevelt, and Frederick Douglas before he formulated the Theory of
Motivation. Before Maslow, all administrative thinkers belonging to the Human Relations
School routinely took the instrumental view of man (human), believing in manipulating
him to be a more productive tool of the organisation. Maslow made a departure from
such thinking. He contended that the employee is not to be treated as an instrument,but
as an autonomous being and hierarchy of needs motivated him. Man, in other words, is
a self-actualising being. Maslow held the view that the best managers are the ones who
improve the health of the employees.

11.3 MASLOW’S THEORY OF MOTIVATION

Maslow’s Approach emphasised the importance of human needs in an organisation.
Every organisation has a set of goals and targets to accomplish, which further depend
on the workers of the organisation. Motivation is possible if there are unfulfilled needs
of organisational workers. An unfulfilled need or goal would always motivate the worker
to fulfill or accomplish it. The organisations have to tap the level ofneeds in order to
motivate the employees or workers.

Maslow in his classic Paper ‘A Theory of Human Motivation’; as mentioned before,
outlined an overall Theory of Motivation.He analysed the relationship between the human
beings and organisations from the point of view of human needs. He was ofthe view
that human beings became members of organisations to fulfill their needs, which may
emanate from a variety of areas. Thus, the fulfillment of these needs motivates the human
beings for a higher level of performance, whereas non-fulfillment of needs have an
adverse effect on the motivation of individuals in terms of contribution to the
organisations. As a result, the goals and objectives of the organisation lack fulfillment.
Keeping this in mind, Abraham Maslow formulated the Hierarchy of Needs Theory,
which would keep the employees motivated and, in turn, would lead to more productivity
and satisfaction ofthe individuals and the organisation as a whole.As cited in Dhameja
and Mishra(2016), Maslow believed that individual behaviour was the result of the
conscious and sub-conscious goals that the individual harboured. These goals were
personal as well as organisational. He placed the personal needs at a lower level and the
organisational needs at a higher level.

Abraham Maslow stated that healthy human beings have a certain number ofneeds,
which follow a hierarchical pattern and therefore these needs are arranged in a



hierarchy. These needs are physiological needs, security needs, social needs, esteem
needs and self-actualisation needs. Some needs (such as physiological and safety needs)
are more primitive or basic than others (such as social and ego needs). Maslow’s so-
called ‘hierarchy ofneeds’ is often presented as a five-level pyramid, with higher needs
coming into focus only once lower, or more basic needs are met.The structure of the
needs is as follows:

Ego
(the need for self-esteem, power,
recognition, prestige)

The first in the hierarchy are the Physical Needs:These needs pertain to the basic
things necessary for survival that are hunger, thirst,shelter etc. The human beings initially
try to satisfy this need and once it is fulfilled, this need ceases to satisfy them. In other
words, these needs no longer motivate them.

The second needs are the Security Needs: These needs talk about the job security or
safety at workplace that further provides a sense of psychological security to human
beings. Maslow here talks about both physical and emotional safety and he opines that
once the safety and security needs are ensured, they no longer motivate the human
beings.

The third are the Social Needs.: These needs represent the relationships between and
among groups of people working in the organisation. These needs provide emotional
security to the people and also a sense of belongingness and association. Man is a
social animal and likes to be friendly with others and if these needs are not met, the
employee becomes resistant and hostile.

The fourth in line are the Esteem Needs:These needs are those needs where the
human beings strive for power, achievement and status.Esteem here denotes both self-
esteem and esteem from others.

The highest level need is the Need for Self-actualisation:This need represents the
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culmination of all other needs. The fulfillment ofthis need gives a higher sense of satisfaction
to the individual in work and life, which improves the performance of a person in an
organisation. The term self-actualisation was coined by Kurt Goldstemn, which is directed
towards searching the meaning and purpose in life. The desire for self-fulfillment and a
meaningful life is the essence ofthis need.

Maslow called the bottom levels ofthe pyramid as‘deficiency needs’ because a person
does not feel anything if they are met,but becomes anxious if they are not. Thus,
physiological needs such as eating, drinking, and sleeping are deficiency needs, as are
safety needs, social needs such as friendship and physical intimacy, and ego needs such
as self-esteem and recognition. In contrast, Maslow called the fifth level of the pyramid
a ‘growth need’, because it enables persons to ‘self-actualise’ or reach their fullest
potential as human beings. Once a person has met his deficiency needs, he can turn his
attention to self-actualisation. However, only a small minority of people are able to self-
actualise because self-actualisation requires uncommon qualities such as honesty,
independence, awareness, objectivity, creativity, and originality.

Check Your Progress 1
Note: i) Use the space given below for your answers.
) Check your answers with those given at the end of the Unit.

1) What is unique about Maslow’s Theory of Motivation?

11.4 FUNCTIONING OF THE HIERARCHY OF
NEEDS THEORY

The Hierarchy of Needs Theory has five levels. Each need serves as a goal for an
individual for e.g., the first need is the physiological need and the individual concentrates
on fulfilling this need till it actually gets fulfilled and he attains satisfaction,and only when
he is thoroughly satisfied in that need area, does he move to the next order need. This
pertains to mostly all individuals in their daily life and non-achievement ofa particular
goal in a need area motivates a person to achieve it. Once it is achieved, it no longer
continues to motivate an individual and thereafter the individual ceases to show interest
and further work in that area.

Now, if we take the physiological needs like hunger, thirst, shelter etc., such needs
correspond to contributions from the organisation in the form of salary and other



amenities. Once these needs are fulfilled, the individual climbs up the rung of the next
order needs, which are the security needs.Individual in today’s times fear many untoward
incidents and mishaps. So the security needs play a very important role in an individual’s
life, and more so, a dominant role because security has become a key factor in a
person’s life.

Thus, only when the person is completely satisfied with his safety aspect, does he aim
to achieve the next need. The next level needs are the social order needs. The individual
is a social animal and longs for association and affiliation. This includes fulfillment of
psychological needs like acceptance in the society and organisation. This also comprises
of improving inter-personal relations.Once these needs are fulfilled, the next level of
needs are the esteem needs, where the person wants recognition and respect in the
organisationin which he is working. He longs for prestige, freedom of work and autonomy.
The fulfillment ofthese needs give greater level of satisfaction and motivates the individual
to give his best to the organisation. It instills greater confidence and boosts the morale
of'the worker, which further prepares him to take up leadership positions and guide
others.

The next order need is the need of self-actualisation, which is the culmination of all
needs. This need signifies excellence in society and organisation, and is expressed by
achieving higher performance in any role. It also relates to achieving meaning and purpose
in all the endeavours undertaken by an individual. Their energies are channeled in
achieving the developmental goals of their organisation. This need arises only when all
the lower order needs are fulfilled. However, this need has to be understood in the right
connotation. As cited in Prasad et.al.,(2010), there are certain attributes, which are
required to fulfill the need of self-actualisation and they are:

Lack of overriding guilt and anxiety.

Inclination for solitude and privacy.

Desire for autonomy and freedom.

Derivation of ecstasy, inspiration and strength from the basic experiences of life.
Deep feeling of identification and sympathy for humanity:.

Experiences of mystic happenings.

Interpersonal relations with a few people.

Ability to differentiate between ends and means, as well as right and wrong, and

Sense of humour, creativity and originality.

Maslow believed that the deficiency and growth needs have to be explained in detail as
these are similar to instincts and play a major role in motivating behaviour. He also
segregated the needs into deficiency and growth needs. Physiological, security, social,
and esteem needs are deficiency needs, which arise due to deprivation. Satisfying these
lower-level needs is important in order to avoid unpleasant feelings or consequences.
Maslow termed the highest level of the pyramid as growth needs. These needs don’t stem
from a lack of something, but rather from a desire to grow as a person.

While the Theory is generally portrayed as a fairly rigid hierarchy, Maslow noted that
the order in which these needs are fulfilled does not always follow this standard
progression. For example, he noted that for some individuals, the need for self-esteem is
more important than the need for love. For others, the need for creative fulfillment may
supersede even the most basic needs. Each satisfied need does not motivate a person
and thereafter urgency of a need decreases and another unsatisfied need emerges.
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11.5 ANAPPRAISAL OF MASLOW’S THEORY

Maslow’s Theory of Hierarchy of Needs made a headway in the Social-psychological
Approach of public administration. Maslow valued human emotions and sentiments
and tried to give the individual their due worth in an organisation depending on their
hierarchy of needs that played a vital role in motivating them to perform better.

While some research showed some support for Maslow’s theories, most of the
researches have not been able to substantiate the idea of a ‘needs hierarchy’. It has
been reported that there was little evidence for Maslow’s ranking of these needs and
even less evidence that these needs were in a hierarchical order. Maslow’s theory was
criticised for choosing a small sample size and even his validation and methodology has
been highly controversial. The hierarchy has no scope for deviations for e.g., people
have varied preferences for various needs, some may have a strong preference for
esteem needs and some for security needs. Also, the hierarchy of needs cannot be
compartmentalised. In other words, it cannot be watertight. Even the emergence ofa
need is not sudden, it is a gradual phenomenon. Most importantly, human behaviour is
multi-motivated and cannot be influenced by any single need.

Other criticisms of Maslow’s Theory note that his definition of self-actualisation is difficult
to test scientifically. His concept of self-actualisation is vague and more so it cannot be
replicated as a motivation model to increase the productivity of people in any organisation.
His research on self-actualisation was also based on a very limited sample of individuals,
including people he knew as well as biographies of famous individuals that Maslow
believed to be self-actualised.

11.6 CONCLUSION

Regardless of these criticisms, Maslow’s Hierarchy of Needs represents part of an
important shift in psychology. Rather than focusing on abnormal behaviour and
development, Maslow’s humanistic psychology was focused on the development of
healthy individuals. This notion of Maslow made him stand apart and helped him develop
a substantive theory of human psychology. Maslow admitted that the hierarchy of needs
need not progress in the manner he propagated and that it varied from person to person;
Thus, many of critics only pointed out the drawbacks which Maslow himselfunderlined.
His theory came at a point when ‘motivation’ was not studied in terms ofneeds and
variety of desires to fulfill them. His contribution paved the way for thinkers likes him.The
Theory has been widely recognised. It is easy to understand this Theory among the
different theories of Motivation. Many theorists on motivation have simply used Maslow’s
parameters to formulate their theories. Herzberg’s Two-factor takes its inspiration from
Maslow. Practicing managers still follow certain factors related to Maslow’s Needs
Hierarchy.

Check Your Progress 2
Note: 1)) Use the space given below for your answer.

) Check your answer with that given at the end of the Unit.
1) Make an appraisal of Maslow’s Theory of Motivation.




11.7 GLOSSARY

Actualisation : Fullutilisation of one’s potential.

Affiliation : A connection with larger organisation or ideology
or perspective.

Esteem : High regard of someone because of his or her

capabilities and achievements.
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11.9 ANSWERS TO CHECK YOUR PROGRESS
EXERCISES

Check Your Progress 1

1)  Your answer should include the following points:

® Maslow studied exemplary people such as Mahatma Gandhi, Albert Einstein,
Jane Adams, Eleanor Roosevelt, and Frederick Douglas to arrive at his
concept of self-actualisation.

® He analysed the relationship between the human beings and organisations
from the point of view of human needs.

® Maslow believed that individual behaviour was the result of the conscious
and sub-conscious goals that the individual harboured.

® He was the first to arrange human needs in a hierarchy.
2)  Your answer should include the following points:

® Physiological

® Safety
® Social
® FEsteem

® Self-actualisation
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Check Your Progress 2

1))

Your answer should include the following points:

Needs identified by Maslow may not progress the way he had visualised.
Maslow’s theory was criticised for choosing a small sample size.
His validation and methodology has been highly controversial.

The hierarchy has no scope for deviations e.g., people have varied preferences
for various needs, some may have a strong preference for esteem needs and
some for security needs.

The hierarchy ofneeds cannot be compartmentalised.



UNIT12 RENSIS LIKERT*

Structure

12.0
12.1
12.2
12.3
12.4
12.5

12.6
12.7
12.8
12.9

Objectives

Introduction

Organisational Humanism: Setting the Context
The Interaction-Influence System
Management Styles

Implications for Managers
12.5.1 Human Asset Accounting
12.5.2 Managing Conflicts
12.5.3 Linking Pin Model

System 4: An Effective Strategy for Public Administration
An Evaluation of Likert’s Approach
Conclusion

Glossary

12.10 References

12.11 Answers to CheckYour Progress Exercises

12.0 OBJECTIVES

After reading this Unit, you should be able to:

Describe the concept of Organisational Humanism;

Bring out the essential constituents of “interaction-influence’ system;
Distinguish the four styles of Management;

Explain the key characteristics and role of System 4 Management; and

Examine the idea of ‘Linking Pin Model’ as the basic characteristic of organisation.

12.1 INTRODUCTION

Rensis Likert (1903-1981), a notable American Social Psychologist, was one ofthe
earliest proponents of Participative Management Theory. Unlike Classical Thinkers,
such as, Max Weber,F.W. Taylor, Luther Gulick and Lyndal Urwick etc., Likert’s scientific
interest was people-oriented which included: managing conflict, diversity, building high-
performance teams, leadership, motivation, change, culture and ethics. Indeed, his
widespread passion for academic disciplines vis-a-vis Sociology, Psychology, Ethics,
Statistics, Engineering etc., engaged him to reflect on his own assumptions and inferences
about organisation and management of people.

Leslie Kish (1982), a noted statistician and survey methodologist points out that Likert

* Contributed by Dr. R. Anitha, Former Faculty, RGNIYD, Sriperumbudur, Tamil Nadu.
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“was always curious about how things worked and how to fix them when they did
not...his strong feel for structures and measurements also showed in his quantitative
and pragmatic approaches to social problems and social measurements”. As a Professor
of Psychology and Sociology at the University of Michigan, he was instrumental in the
establishment of the Institute for Social Research (ISR), which has a reputation for
being the world’s largest academic social science survey and research organisation.As
part of his doctoral research in 1932, he developed the psychometric scale,namely,
“Likert Scale” that measures the respondents’ attitudes and assumptions about a topic.
This Unit will help us in explaining the role of organisational actors, their interactions
with each other and their influence on overall workplace practices, as given by Rensis
Likert.

12.2 ORGANISATIONAL HUMANISM: SETTING
THE CONTEXT

The post-industrial revolution had been the arena of ‘industrial reforms’, which meant
different strategies were adopted to bring about ‘maximum productivity’ with primary
emphasis on quantity, efficiency, and machinery of production. The period from early
1900s to the early 1950s was influenced by Taylor’s ‘Scientific Management’ approach
to work design and Weber’s Bureaucratic model. As the workers in the early part of
the 20™ century were poorly educated, the management decided all the things and the
worker obliged implicitly. Moreover, each step ofthe worker was highly controllable
and predictable.

Eventually, the mechanistic model proved strongly efficient in those days. We should
note that the traditional bureaucratic approaches too received criticism from the scholars
for being restrictive of the human behaviour, therefore, a search for alternative approaches
to management and organisation was catried out. Although, Taylor’s approach insisted
on humanistic elements, such as ‘mental revolution’ of the management and the workers
and fair treatment of workers, in practice,the worker was merely viewed as a ‘cog in
the wheel’ by the management.

Inthe 1930s and 1940s, the Hawthorne studies revealed that workers’ performance
could be affected by the presence of peer pressure. With workers becoming more
conscious of human needs other than monetary benefits, the study demonstrated that
the presence of ‘informal networks’and ‘group norms’ ofthe workplace had a strong
influence over the performance of the worker. This heralded a major shift in the thinking
about the relationship among the worker, the work being done and organisation as a
social system. The subsequent phase proved most interesting: first/y, the beginning of
‘Socio-technical’ Approach to work design, where management was required to develop
a work design that could meet the technical needs ofthe job in relation to the social
system. Secondly, there was a parallel interest and research in ‘Group Dynamics’,
which meant interaction of the individual as members within ofthe organisation.

Seeds for a paradigm shift in managerial thinking were sown in United States of America
in the late 1950s and early 1960s with the writings of Fredrick Herzberg, Douglas
McGregor, Chris Argyris, and Rensis Likert. While Herzberg changed ways of viewing
worker’s motivation, McGregor changed managerial assumptions about worker’s
attitudes toward work. Argyris, on the other hand, explored the impact of traditional
management practices on the psychological development ofindividuals, and Likert
provided a whole new perspective oflooking at a manager’s role in terms of “participative
leadership style’.

The traditional hierarchical practices expected the worker to be submissive, dependent



and limited in what they can do. Hence, these thinkers argued, such redundant practices
would limit the contributions that employees can make to the organisation. This thinking
coupled with socio-technical thinking, which already started making inroads, a new
paradigm emerged which demanded a new way of looking at work design and new
models of organisational leadership.

Notably, Herzberg’s job enlargement and enrichment approach served as an appropriate
means to increase workers’ productivity. The Approach gave an opportunity to the
employees to have a greater sense of ownership in the work they do. In brief, the
Hawthorne findings served as a fillip for a major movement in social psychology and
group dynamics. And the industries and business groups were rapidly experimenting
with the new initiatives that the academia had revealed. One ofthe prominent questions
of the period was: How to make effective use of employees and groups to shape
individual and organisational performance? In this regard, let us try to discuss Likert’s
perspective on organisational leadership and development in the subsequent Sections.

12.3 THE INTERACTION-INFLUENCE SYSTEM

In order to increase skills, resources, and motivation of individuals at different levels of
an organisation, Likert conceived the concept of ‘interaction-influence’ system. This
brings us to the modern approach to management thinking that emphasises the importance
of dynamic interaction of the employees with the environment and members within the
organisation. In this context, environment can be referred to the operational setting of
the organisation that would have a direct impact on the day-to-day functioning of the
organisation. In this line of thought, there have been many influential thinkers, such as,
Chester Barnard, Abraham Maslow, Douglas McGregor, and Fredrick Herzberg who
focused their attention on the role of individual, organisational leadership, group dynamics,
motivation, and satisfaction. Reiterating the Human Relations Movement, which heralded
a major paradigm shift in the relationship between the worker, work being done, and
organisation as a whole, Likert identified the influence of environment in shaping the
organisational design.

According to Likert, the effectiveness of this ‘interaction-influence’ system, therefore,
determines the organisational capacity to optimise its skills and resources of individuals
and workgroups. The following are the characteristics of an ideal ‘interaction-influence’
system:

® The goals and values of every member would get reflected in the workgroups and
organisation as a whole. This means the degree of employee commitment would
be high, as opposed to compliance to rules, as the most efficient means to
productivity.

®  The drive for achieving high performance and skill development comes from the
members themselves. It goes a step ahead of problem solving where the members
of'the organisation are able to identify the need to reflect critically on their own
behaviour.

® Every member ofthe organisation will be able to bring in their experience to the
work; as a result, it has a strong influence on decisions and policies of the
organisation.

To Likert, a work place that is based on an effective ‘interaction-influence’ system
would align goals, values, methods, communication, decision-making, coordination,
control, etc., in a single thread. However, in practice, it may encounter several conflicts,
for instance, seniority versus merit and commitment versus compliance. In a working
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team, which comprises of members with different levels of experience or age or
knowledge, the conflict that may likely to occur is ‘who will decide’. The second
conflict that may occur could be emphasis on employees’ identification with their work
and in building teams.

As the complexity of the task increases, the demand for group interaction also increases,
where the employee may tend to exercise personal judgement and intuition in situations
that do not fit the rules. This situation may contradict with the traditional hierarchical
settings where rule compliance is the norm. Perhaps, one of the strongest criticisms of
the Bureaucratic Theory and Scientific Management Approach was its over dependence
on rule compliance. The widespread assumption among Human Relations thinkers were,
an organisation that is over dependent on rule compliance, over time, is likely to generate
rule defiance. Although, the ‘interaction-influence’ system seems antithetical to rule-
compliance, it is hard to achieve this scenario without managing the internal conflicts. In
this regard, Likert shared his perspectives on managing conflict, which we will discuss
in Section 12.5.

12.4 MANAGEMENT STYLES

The evolution of thought with regard to how best to manage people involves a host of
related topics and ideas including organisational structure, functioning of organisation,
management of organisation, decision-making, organisational culture, change and learning,
organisation in society and the like. In general, it involves questions about the nature of
power and authority, motivation and responsibility, and the establishment oftrust and
confidence. However, fundamentally, it is grounded on the basic assumptions about the
nature ofpeople and behaviour.

Unlike the classical thinkers who considered human beings as one of the essential
resources required to achieve the goals, the pioneers of Human Relations School strongly
believed that organisations are systems of interdependent human beings. Thinkers like
Elton Mayo, Maslow, Herzberg, McGregor, and Likert etc. have studied attitudes,
expectations, value systems, tensions and conflicts, group dynamics and their effects on
productivity, culture, cohesion, and motivation. Several thinkers of this genre viewed
that the behaviour ofthe members of an organisation clearly affects both the structure,
functioning as well as the principles on which it can be governed or managed. Pugh and
Hickson (2007) while acknowledging these writers have held that ‘people not only
work for the organisation — they are the organisation. They regarded organisation as a
‘natural system (whose processes have to be studied in their own right) rather than as a
‘formal system’ (a mechanism designed to achieve particular ends).

Based on his extensive research undertaken from thousands of managers in different
organisational settings, Rensis Likert proposed new methods of management. The study
was described in terms of six organisational dimensions, such as leadership, motivation,
communication, decisions, goals, and control in his Book The Human Organisation:
Its Management and Value (1967). Likert propounded that of all the tasks of
management, managing the human component is the central and most important task,
because all else depends upon how well it is done. Notably, he identified Four Styles
of Management on a continuum, where autocratic job-centred manager (System 1) at
one end and democratic, employee-centred manager on the other end (System 4).
These four management styles are given below:

System 1 : Exploitative-Authoritative Management

In Exploitative-Authoritative Management Style, the manager has low confidence in



their subordinates and gains compliance oftasks through fear and threats. The manager
is highly authoritative and imposes decisions on subordinates with less or no scope for
further conversation. And, the management is concerned only with completion of task
without paying much attention to the aspirations of the human beings who are involved
in the task. In general, this management style is characterised by top-down
communication and psychological isolation between superiors and subordinates.

System 2: Benevolent-Authoritative Management

In System 2:Benevolent-Authoritative Management Style, as the term ‘benevolent’
indicates, the manager listens to the concerns of the subordinates. This implies that the
manager holds some confidence and trust in their subordinates. For example, the
managers entrust the responsibility of taking mundane decisions to the subordinates
with close policy control. Unlike management by fear and threat, the benevolent-
authoritative uses rewards to gain compliance from the subordinates. Besides inclusion
ofreward system, System 2 is characterised by restricted upward communication from
subordinate to superior, that is, information flowing upward is restricted to what the
manager wants to hear.

System 3 : Consultative Management

In System 3:Consultative Management Style, the manager holds partial confidence
and trust in their subordinates. Though the manager still makes all policy decisions, they
make attempts to understand their subordinates’ opinions. As in the benevolent-
authoritative management style, the top management handles higher-order decisions;
involves subordinates for making lower order decisions; uses economic rewards for
compliance.In sum, System 3 is characterised by two-way communication process,
both upward and downward, and subordinates’ give their opinions other than which
the superior wants to hear in limited proportion. Thus, subordinates can have a moderate
influence on the activities of the departments.

System 4: Participative Management

System 4 Management Style is based on managerial trust and confidence and
characterised by participative group management; hence, every employee feels
responsible for achieving organisation’s goal. Besides, providing economic rewards,
the management makes full use of group participation and involvement in setting high
performance goals, performance-based rewards, collaborative teamwork, improving
work methods, open communication, and so on. It is to be noted that the subordinates
and superiors are psychologically close and decision-making is carried out throughout
the organisation largely through group processes. In general, employee-oriented
managers are those who have built the personnel in their respective departments into
effective groups, where the members have cooperative attitudes and a high sense of
Jjob satisfaction.

Management, according to Likert, is always a relative process. The essential concept
which Likert propounded is that, to be effective, modern organisations must regard
themselves as interacting groups of people with ‘supportive relationships’ to each other.
Ideally, all incumbents will feel that the organisation’s objectives are of personal
significance to them. They will regard their jobs, which contribute to those objectives,
as meaningful, indispensable, and complex. Hence, in order to achieve those shared
objectives and values, the managers are expected to steer and support workplace
cooperation. For instance, the participative managers are found to focus their attention
on the human aspects of their subordinates’ problems and on building effective teams.
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For Likert(1981), sensitivity to the organisation values and expectations is a crucial
leadership skill, and he believed that organisations must create the ambience and situations
which could encourage all managers to deal with the people in a compatible mode. In
his later work, Likert extended the System 4 classification by identifying the ‘System 4
Total Model of Organisation’ (System 4T) in which the leader possesses the following
characteristics:

“l) The leader is supportive, approachable, friendly, easy to talk to, interested in the
well-being of subordinates.

2) Builds the subordinates into cohesive, highly effective, cooperative problem-solving
teams linked together by persons who hold overlapping memberships. That is, a
superior in one group is a subordinate in a higher-level group.

3) Subordinates are not pitted against each other in hostile, competitive relationships.

4) Helps subordinates with their work by seeing that they are supplied with all the
necessary resources (space, supplies, budget, training).

5) Subordinates are kept informed of overall plans so that they can plan their work
more effectively.

6) The leader expects high quality performance from oneself and from others”.

In addition, ‘System 4T’ is characterised by an optimum structure in terms of
differentiation and linkages, as well as cohesive group relationships.

With respect to management styles, as already mentioned above, Likert developed a
continuum with autocratic task-centred manager on one end and participatory employee-
centred manager on the other end. While providing guidelines to an upcoming ‘System
4’organisation, Likert cautioned organisations not to attempt one big jump from System
1 to System 4 rather recommends to keep moving gradually through the continuum.
The first reason being that both the managers and incumbents of the System 1 organisation
may lack adequate knowledge and skills for the sudden change in organisation culture.
Secondly, it was suggested to involve the concerned persons in the organisation whose
behaviour has to be changed to bring the necessary change. Thirdly, as far as possible,
Likert advised to use objective and impersonal evidence in a supportive and helpful
manner for achieving the desired outcome. Further, for the successful launch of
organisational change it was considered to involve influential people in organisation, as
their participation, in Likert’s, view, is the key to better team dynamics.

Check Your Progress 1
Note: 1)) Use the space given below for your answers.
) Check your answers with those given at the end of the Unit.

1) Briefly describe the historical evolution of ‘Organisational Humanism’




2) What are the characteristics of an ideal ‘Interaction-Influence System’?

Style?

12.5 IMPLICATIONS FOR MANAGERS

One of the main goals of managerial leadership is to ensure that the subordinates feel
motivated to work and exhibit a sense of belongingness towards organisation. Based
on his several studies in business organisations, he was of the view that the top
management neither want to measure nor recognise the value of human beings of
organisation. In contrast, Likert acknowledged the role of middle managers who make
an attempt to follow his System4 Management Style that strongly advocates participatory
decision making. The perennial question, therefore, put forth by Likert throughout his
research was to ascertain ways and means to identify and develop talent-based human
resources. In an attempt to institutionalise ‘innovation’ and ‘openness’, Likert and his
associates worked on streamlining accounting system, understanding and resolving
conflicts, and in conceptualising and evolving Linking Pin Model respectively. Let us
discuss it further.

12.5.1 Human Asset Accounting

Likert was critical about the prevailing methods and measurements of assessing
organisation performance in terms of productivity, costs, dividends, and the like. To
Likert such operational and financial reports of organisations might overstate or understate
the actual performance of any particular firm in terms of human resources. Further,
Likert (1981) explicitly stated that it is essential for a firm to know not only its investment
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in human resources but to know as well the present productive capability of that human
organisation, 1.e., its present value to the firm’. Likert (1981) illustrates through an

example:

“Suppose that tomorrow morning your firm had all of its plants, office, laboratories,
warehouses, stores, and all of its equipment—everything, but no personnel except
for one person, namely, the President of the firm, and suppose that he had to start
rebuilding the human organisation of the firm back to where it is today: a well-
knit, effectively functioning human organisation, how much would it cost expressed
in terms of payroll? Would it require one-half year's payroll, one year, two years,
five years, or ten years payroll? That is, what would the total cost be of recruiting,
hiring, training, and organisation building to rebuild the organisation to its present
level of effectiveness?”

Hence, Likert and his associates engaged in developing procedures for estimating the
actual costs incurred in recruiting, selecting, training employees and familiarising them
with all aspects of their work and in establishing effective working relations with others
in the organisation. He recommended that periodic measurements can be obtained
which yield information of useful accuracy indicating whether the value of the human
organisation is remaining about the same or is increasing or decreasing in small or large
terms.

In order to assess the state of human organisation, Likert felt the necessity to differentiate
between causal and intervening variables. The causal variables are independent variables—
which can be directly influencing the course of organisation development and achievement
of results. The causal variables as specified by Likert include the structure of the
organisation, and management’s policies, decisions, business leadership strategies, skills,
and behaviour. On the other hand, intervening variables, according to Likert, reflect the
internal state, health, and performance capabilities ofthe organisation, such as, loyalties,
attitudes, motivations, performance goals, and perceptions of all members and their
collective capacity for effective action, interaction, communication, and decision making.

While pointing out the complexity of technology-industry influence on the actual estimates
of'the firm, Likert predicted that ‘more complex the technology, the larger the estimates
tend to be’. This perspective elevates Likert and his associates to a ‘new level’, which
reflects the need to embrace contemporary approach to human asset accounting. Bahl
(2017) foresees that in the coming decade, a lot of workforce would blend workplace
automation with human intelligence, wherein job titles like ‘Human-Machine Interaction
Analyst’ is most likely to emerge. For example, Amazon Web Services uses Artificial
Intelligence to improve employee efficiency and decision-making by suggesting the best
places to focus their attention each day. With sophisticated technologies perceived as
trusted incumbents, Likert’s view on human asset accounting emerges to be an
indispensable opportunity in the near future.

12.5.2 Managing Conflicts

In organisations, conflict may arise based on nature of business, ownership, functional
areas, and stakeholder rights. The list is not exhaustive as the sources of conflict may
also include management-employee relations in terms of promotion decisions, salary,
employee transfers, management of attrition, handling employee grievances and the
like. The modern organisation theorists acknowledge that conflict is not only inevitable
but can have positive or negative consequences depending on the way it is managed.
With the challenges induced by science and technological advancement on modern
polity, economy, and society vis-a-vis economic recession, political stability, big data
management, cyber security, automation, flexible work hours, gender equity, etc., it is



likely to impact organisational development. In this regard, sophisticated social
organisations could be built to deal with the conflicts caused by such changes and
diversities.

In view ofthe scenario mentioned, Likert made an attempt to evolve different methods
or strategies for managing conflicts along with their implications for managerial and
organisational effectiveness. Bemoaned over the fact that conflict is ever increasing in
frequency not only within and among organisations, but within and among nations, Likert
in his Book ‘New Ways of Managing Conflict’ (1976), pointed out the prevailing methods
for resolving conflict as deficient, as it only leads to win-lose situation rather than win-
win situation. To overcome conflicting situations in organisations, Likert believed ‘System
4’ could be an effective base for resolving and managing conflict. Based on his extensive
research in industries and schools, Likert asserted that ‘System 4’ can be an appropriate
approach for all kinds of organisational settings including industries, schools, universities,
and cities.

As already discussed in Sub-section 12.4.4, ‘System 4’ is characterised by group
problem-solving, hence, to manage tensions in organisations, Likert placed group
problem-solving as the primary mechanism to achieve win-win (in which all sides win)
outcomes. It is to be noted that group problem solving or participatory decision making
is the characteristic feature of ‘System 4’ Management Style. Further, Likert stated that
the practice of supportive leadership combined with interaction- influence network
enables the organisation to achieve employee consensus at every level of management;
and they could use “integrative goals, de-emphasise on status, and depersonalised
problem-solving”. In general, the concept of supportive behaviour was one of the key
features of Likert’s Management Style where trust and openness are the chief constituents
of conflict resolution. In the words of Likert, “leaders must meet and even exceed the
expectations of their members for support and involvement, but not do so in excess of
the members’ ability to respond favourably™.

12.5.3 Linking Pin Model

In order to facilitate intergroup cooperation, Likert proposed for keyjobs in organisations
based on Linking-Pin Model that states each member of an organisation has twin roles
in two overlapping groups. This implies that the mcumbent is a member of a higher-level
group and leader of a lower-level group. The central principles of Likert’s ‘System 4’
are as follows:

®  Supportive relationships between organisational members;

®  Multiple overlapping structures, with groups consisting of superiors and their
subordinates;

®  Group problem solving by consensus within groups; and

® Overlapping memberships between groups by members who serve as “linking

9

pins”.

Contrary to the traditional top-down organisation which focused on individual roles,
Likert developed a Model based on group functions and processes. According to this
Model, amember in a ‘linking-pin’ position are expected to be an integrated member in
two or more groups, therefore, a person in such a position should facilitate seamless
flow ofresources and communication.

Graen et.al (1977) endorses Likert’s System 4 organisation and puts forth that given
the adequate resources and effective participants, the following outcomes could be
achieved in:
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® More open and honest information transmitted in both directions over the link.
® A greater total amount of influence exercised in directions.

®  (Greater job satisfaction and commitment to the organisation, and

®  More cooperation, rather than a competitive approach.

By and large, Likert was of the view that organisational effectiveness and the quality of
work life of subordinates would be highly determined by the people who occupy these
roles. In other words, Likert opined that the relevant skills of incumbents in these positions
include interpersonal and intergroup competence as this would enhance effective working
relations irrespective of status, power and experience. Thus, it can be presumed that
the quality of ‘linking-pins’ to a certain extent determines the quality of work life.

Check Your Progress 2
Note: i) Use the space given below for your answers.
) Check your answers with those given at the end of the Unit.

1) What do you understand by the term ‘Human Asset Accounting’?

12.6 SYSTEM4:ANEFFECTIVE STRATEGY FOR
PUBLIC ADMINISTRATION

From the discussion in this Unit, it could be deduced that the success ofany organisation,
irrespective of the organisational settings, to a large extent, is highly determined by its




people’s participation in decision making.According to Adams (1992), participative
approaches are needed in order for people in organisations to have a decent and dignified
existence and highlighted that ‘participation is an important value in and of'itself’.For
instance, McGregor suggested that by making administration more democratic and less
bureaucratic or hierarchical would allow subordinates to express their natural tendencies
to work responsibly. This scenario was exactly suggested by Maslow in his self-
actualisation needs.

Like many of his contemporaries, Likert resolved to understand the meanings that people
assign to their work and their relationships at work, especially with the supervisor or
manager and how these meanings (factors) might influence work performance irrespective
of whether it is public or private administration. Likert’s (1967) concern for a people-
centric approach could be substantiated in his own words as: “A/l activities of any
expertise are initiated and determined by the persons who make up the institution.
Plants, office computers, automated equipment, and all else that a modern firm
uses are unproductive except for human effort and direction. Human beings design
or order the equipment,; they decide where and how to use computers, they
modernise or fail to modernise the technology employed; they secure the capital
needed and decide on the accounting and fiscal procedures to be used. Every
aspect of a firm's activities is determined by the competence, motivation, and
general effectiveness of its human organisation. of all the tasks of management,
managing the human component is the central and most important task, because
all else depends upon how well it is done”.

In this line of logic, Likert pointed out that ‘System 4’ could enable any administrator in
government who wishes to increase the productivity of the unit he/she is managing.
With contemporary challenges forcing the administrators to run in a cost-effective manner
and to ensure concurrent improvement in the quality of citizen services, Likert finds
‘System 4’ —a powerful leadership tool as it is premised on the values of participation
and trust among the members of organisation. Several thinkers are ofthe view that
participation and involvement are among the essential principles that are generally followed
by successful public sector.

According to a Report of the Auditor-General of Canada (1988), ‘Participative
Leadership’ is considered as one of the five common attributes of well performing
organisations in public sector. Likert discovered through his research that unlike other
strategies, participative leadership could improve the organisation’s productivity by as
much as 40 per cent in both public and private sectors. His other findings include:
higher levels of satisfaction and health, cost-effectiveness, excellent communication,
high motivation, and capacity for reciprocal influence.

Likert (1981, op.cit.) mentioned the case of the Department of Labour and Industrial
Relations in the Hawaii State, United States of America. In the year 1974, when Mr.
Joshua Agsalud assumed office as its Director envisioned a future for the department in
terms of improving performance and job satisfaction. In line with this reasoning, Joshua
deliberated the relevance of ‘System 4’ with his division administrators and encouraged
them to move their management closer to it. To realise the objectives, organisational
development tools like survey-guided development cycle and self-training package were
used as areference and operating guide.

This process evolved with an objective to measure the attitudes of employees, participant
feedback, and stimulate cooperative planning. As a result, there was a substantial
improvement on individual performance and overall job satisfaction. Another important
development in methodological term is the origin of “Likert Scale’, which was developed
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by Likert himself. This is a psychometric scale which serves as an important reality
check in identifying grey areas that require further attention. More specifically, this
5-point scale enables the user to collate data on empirical comparisons. It enables the
respondent to place himself on a scale ofagree/disagree or favourable/unfavourable
with a neutral mid-point.

With regard to the important prerequisite for any organisation to implement System 4,
Likert commented that the aspiring manager is expected to have a clear understanding
ofleadership and interactional processes which could be possible only through reading
and experiential training. Finally, Likert places his hope on System 4 as a vibrant tool
that could be utilised by any governmental agency as an opportunity to improve its
human resources, the productivity of those resources, and the excellence of its services.
Given the problems faced by public sector vis-a-vis constrained resources, low employee
morale, increased citizen demands, etc.’, the potential payoff from introducing capacity
building programmes that could make System 4 workable comes as a striking concern.

12.7 AN EVALUATION OF LIKERT’S APPROACH

In his ambition to develop an ideal organisation, Likert sketched out some of the valuable
concepts in the domain of organisational behaviour, such as, interaction-influence system,
participatory decision making, linking-pin model, and human asset accounting.
Methodologically, he came out with the most popular attitudinal scale known as ‘Likert
scale’ which continues to influence the lives of all citizens, especially researchers till date
irrespective ofthe country, gender, race, religion, age, etc. However, Likert’s view on
organisation was not without criticism from his contemporaries. For example, critics
claim that his Linking Pin Model is nothing more than drawing triangles around the
traditional hierarchical structures.

Luthans (1973) criticised it as slowing down the process of decision making. Zaleznik
(1968) claims that System 4 is an ‘oversimplified package’ for organisations and highly
concerned about Likert’s anxiety to convert the managers from autocratic to democratic
style. Klein (1979) finds ‘System 4’ as a relative process since he assumed that it could
be constrained by current structures and practices. One of the major weaknesses of
‘System 4°, as agreed by many thinkers, is Likert and his associates’ attempt to prove
the empirical validity and reliability of their proposed approach in different organisational
settings. Several scholars are ofthe opinion that in their ambition to justify their approach,
practical difficulties in organisations have had been sidelined by the proponents.

Despite criticism, thinkers acknowledge the methodological and theoretical contributions
made by Likert in organisational behaviour. According to Kish (1990), Likert’s pragmatic
and engineering approach to problems had been exemplified through his writings. He
further stated that the survey results based on Likert Scale enable one to understand
people’s attitudes towards politicians, world events or consumer products and other
relevant issues. On this note, he acknowledges the lifetime efforts of Likert for contributing
in the field of survey techniques. Secondly, Likert’s view on participatory leadership
and decision making although seem to be an ideal situation, its applicability cannot be
undermined as contemporary organisations need to structure on the principles of
democracy and trust as given in ‘System 4’. In short, the concept for structuring an
organisation based on ‘innovation’ and ‘openness’ is not of recent origin as it has its
evolution in the management practices of ‘System 4.



Check Your Progress 3
Note: i) Use the space given below for your answers.
i) Check your answers with those given at the end of the Unit.

1) ‘The System4 Management Style is ofhuge relevance in Public Sector’. Comment.

12.8 CONCLUSION

Likert underlined the importance of applicability of his concepts in public sector and
spent his retirement years as a consultant, researcher, and mentor for building teams
and organisations, both public and private; he provided intellectual support to budding
scholars as well. In sum, it could be understood that Rensis Likert who was known for
his contribution in the field of organisation and management styles, stands tall in his
systematic analysis of good management practices and extending the frontiers of
disciplinary boundaries.

According to Prasad ez.al.(2010), Likert earned his place among eminent management
thinkers and researchers for laying the empirical foundations for the development of
management science. Firstly, the idea of interaction-influence system is an attempt to
bring together the incumbents irrespective of status and power on the same platform to
discuss about the organisational goals, both- long term as well as short- term. Secondly,
his configuration on management styles from System 1 to System 4 enables the learner
to understand the various leadership styles and their inherent tendency to affect human
performance.

While ‘System 4’ could be regarded as the ideal form of manifestation of power and
authority, it encourages the learning organisation, to aspire for the realisation of its human
potential. As Maslow put it, growth of an individual toward fulfilment of the highest
needs, that is, self-actualisation needs. The self-actualised individuals are those who
are highly creative and who possess the ability to resolve conflicts. Thirdly, to facilitate
implementation of ‘System 4’ and to overcome the barriers oftraditional hierarchical
structures, Likert came up with the concept of Linking-Pin Model, which reinforces the
concept of group-to-group relationship. This model is structured around the principles
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of bottom-up communication, high performance goals, and employee participation in
decision-making.

Likert’s concepts are itself so interrelated that for instance, the interaction-influence
system could develop a capacity for self-correction, coaching and training, as it helps
the managers to recognise the groups which fall short of standards. Interestingly, Likert
envisions System5 organisation for the future in which hierarchy or authority might
disappear completely. Kish (1982) in his tribute to Rensis Likert says “his initiative,
enterprise, and unending energies had more important goals than merely being right; he
wanted to make the world better, and he had a youthful belief that the sciences of
human behaviour can be developed to make unique and vital contributions to those
goals”.

12.9 GLOSSARY

Cog in the Wheel : This phrase denotes someone or something that
is functionally necessary but of small significance
within a larger functioning.

Group Dynamics : It is a field of social psychology which is

concerned with the nature of human groups, their
development, and their interactions with
individuals, other groups, and larger
organisations.

Mental Revolution : Itisachange in the attitude both on the part of
management and workers in terms of extending
cooperation and producing surplus. This term
was coined by Frederick W. Taylor as a part of
his Scientific Management Approach.

Psychometric Scale : Itisafield of study concerned with the theory
and technique of psychological measurement of
knowledge, abilities, attitudes, and personality
traits. Likert Scale is a popular psychometric
scale, which is being used to understand people’s
perceptions on different topics.

Self-Actualisation :  This term was used by Maslow in his concept of
Hierarchy of Needs. It is used to denote people
who aim at fulfilment, creativity and self-direction.
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12.11 ANSWERS TO CHECK YOUR PROGRESS
EXERCISES

Check Your Progress 1

1)  Your answer should include the following points:

® Mechanistic models like Taylor’s Scientific Management and Weber’s
Bureaucratic Model proved strongly efficient in the early part of the 20®

century.

® The traditional hierarchical practices as authored by Taylor and Weber
expected the worker to be submissive, dependent, and limited in scope.

® In the late 1950s and early 1960s, scholars challenged the traditional
hierarchical practices.

®  Organisational Humanism thinkers like Herzberg, McGregor, Argyris, and
Likert viewed worker as a dynamic social being.
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2)  Your answer should include the following points:
®  Emphasises the importance of dynamic ofthe employees with the environment
and members within the organisation.
® The goals and values of every member in the organisation get reflected in the
work groups.
® There is a sense of achieving high performance and skill development among
the employees.
® Everyemployee is intended to strongly influence the organisational policies
and decisions.
3)  Your answer should include the following points:
® System | manager has low confidence over his subordinates whereas System
3 manager holds partial confidence and trust on their subordinates.
® The communication is a one-way process in System 1 management style. In
System 3 management style, the communication is a two-way process.
® System 1 manager is highly authoritative and impose his/her decisions on
their subordinates.System 3 manager is consultative in nature and involves
subordinates for making lower order decisions.
® There is psychological isolation in System 1 between superiors and
subordinates. In System 3, this isolation is bridged to a certain extent.
4)  Your answer should include the following points:
® Theleader is supportive, friendly, and approachable.
®  Unlike System 1 management style, the leader in System 4 steers and supports
workplace cooperation.
® The manager focuses on building effective teams.
® The manager ensures that all resources are supplied to execute the task.
® The subordinates are encouraged to plan ahead about the assigned task.
Check Your Progress 2

1)  Your answer should include the following points:

2)

Identifying and developing talented human resources was the primary aim of
Rensis Likert.

Likert was ofthe view that operational and financial reports might not provide
the actual performance of'its human resources.

He recommended two sets of variables, such as, causal and intervening
variables.

Causal variables include the organisation structure: management’s policies,
decisions, business leadership strategies, skills, and behaviour.

Intervening variables include: loyalties, attitudes, motivations, performance
goals, etc.

Your answer should include the following points:

System 4 is characterised by group problem-solving approach.



Likert assumed that System 4 enables the management to achieve a win-win
situation.

Likert viewed ‘interaction-influence network’ as an important strategy to
achieve employee consensus at all levels of management.

System 4 uses integrative goals and participative decision making.

The chief constituents of conflict resolution in System 4 are trust and openness.

3)  Your answer should include the following points:

® Linking Pin Model facilitates intergroup cooperation based on group functions
and processes.

® Each member of the organisation has twin roles in two overlapping groups.

® Each incumbent is a member of a higher-level group and leader of a lower-
level group.

®  Group problem solving is done by developing consensus within groups.

®  This Model enables seamless flow of resources and communication throughout
the organisation.

Check Your Progress 3

1)  Your answer should include the following points:

Likert finds System 4 as a powerful leadership tool as it is premised on
‘participation’ and ‘trust’ among the members of organisation.

System 4 intends to make administration more democratic and less
bureaucratic.

Likert hypothesised that there is a substantial improvement in job satisfaction
in System 4 management style.

Likert places hope on System 4 as a panacea to solve public sector challenges
like constrained resources, low employee morale, increased citizen demands
etc.

2)  Your answer should include the following points:

Likert’s model was criticised as too idealistic in nature.

The Linking Pin Model was considered ambitious in its attempt to convert
the managers from autocratic to democratic style.

Several scholars claimed that the practical difficulties in organisational
functioning were overlooked by Likert and his associates.

Critics viewed that Linking pin could slow down the process of decision
making.
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13.0 OBJECTIVES
After reading this Unit, you should be able to:

® Describe the nature of MotivationTheories;

® Discuss Herzberg’s Two-factor Theory;

Explain the concept of Job Enrichment; and

® Examine Herzberg’s Motivation Theory.

13.1 INTRODUCTION

The major contributors of Socio-psychological Approach have been Abraham Maslow,
Douglas McGregor, Chris Argyris and Frederick Herzberg. These thinkers have focused
on the multi-dimensional aspect of Motivation. Herzberg is one of the important
proponents of Motivation Theories. He built upon Maslow’s Hierarchy of Needs Theory
to come up with his Two-factor Theory of Hygiene and Motivators. Herzberg conducted
empirical surveys to reach the conclusion that factors propelling individuals to work in
an organisation have to be motivating enough for higher organisational output. This Unit
will deal with the nature of Motivation Theories in general before discussing Herzberg’s
Theory. It will give an account of Herzberg’s technique and method on Motivation. The
Unit will also examine Herzberg’s Two-factor Theory and describe his concept of Job
Enrichment. Besides, it will make an evaluation of Herzberg’s work.

13.2 HERZBERG: ABIOGRAPHICAL ACCOUNT

Frederick Irving Herzberg(1923-2000) was born in Massachussets. After serving in
the army during Second World War, he joined the University of Pittsburgh as a Research

* Contributed by Prof. Alka Dhameja, Faculty of Public Administration, SOSS, IGNOU, New
Delhi.



Director. He went on to become a Professor of Psychology at the Case Western Reserve
University in Cleveland and a Professor of Management at University of Utah. His
major contributions include his Books such as ‘“The Motivation to Work’ (1959), besides
many Articles of which “One More Time; How do you Motivate Employees” sold over
amillion copies. By 1968, he formulated his Two-Factor Theory. Herzberg’s Theory
of Motivation: Hygiene or Maintenance factors and Growth or Motivating factors
towards job contentment and enrichment remains invaluable till date. Herzberg expanded
his Hygiene Theory to come up with his works on ‘Work and the Nature of Man’
(1966), ‘The Managerial Choice’ (1982) and ‘Herzberg on Motivation’ (1983).

Inspired by the writings of Argyris, Maslow and McGregor, Frederick Herzberg worked
on the relationship between meaningful work experience and mental health. For him,
needs emanated from the desire to avoid pain and grow psychologically. He identified
events that led to job satisfaction and the ones that led to job reduction. Herzberg’s
Motivation Theory is called the Two-Factor Content Theory or Two-Needs Theory.

13.3 NATURE OF MOTIVATION THEORIES

Besides Herzberg, the Theories of Motivation boast of names like Rensis Likert, B.F
Skinner and Victor Vroom among many others. Rensis Likert, as we have read in Unit
12 of'this Course, believed that highly effective work groups were linked together in an
overlapping pattern by other similarly effective groups. In line with Theory “Y”, he too
saw employees as having their own needs, value and worth, working in effective and
supportive work groups and committed to the objectives of organisation. He talked of
two types of supervisors-job centred and employee-centred. The job centred supervisors
exerted heavy pressure on employees, had little confidence in them, exercised close
supervision, allowed very little freedom to subordinates and used punitive measures of
reform. On the other hand, the employee- centred supervisors put little pressure on
subordinates, increased the achievement motivation and exercised general supervision.

Likewise, we will discuss about other thinkers briefly in the process of explaining the
different Motivation Theories before explaining Herzberg’s Two-Factor Theory.Let us
keep in mind that there are two types of Motivation Theories; Content and Process.
The Content Theories deal with internal factors that energise and direct human behaviour.
In particular, they focus on :

®  Specific needs that can give rise to desired behaviour.

® Rewards that can satisfy individual needs.

® Performance that can be maximized if rewards are suitable.
°

Needs that can keep changing, based on people’s experiences.
Following are some of the Content Theories:

® Hierarchy of Needs (Abraham Maslow categorised the needs into Physiological,
Safety, Love/Belonging, Esteem and Self-actualisation; as already discussed in
Unit 11 ofthis Course).

® Two-Factor Theory: ( Herzberg’s Motivation and Hygiene Theory; Our focus
of study in this Unit).

® ERGTheory: Propounded by Alferger. In this Motivation Theory, (E) stands for
Existence, (R) for Relatedness, and (G) for Growth Needs. Assumption is that
many a time, more than one need may motivate a person at a given moment.
Satisfaction-progression and Frustration-Regression components imply that a
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person may not stay at the same level ofneed as in the case of Maslow’s Hierarchy
of Needs.

Three Needs Theory or Learned Needs Theory: David McClelland identified
three types of motivational needs: Achievement (strong need to accomplish goals),
Affiliation (desire to be liked and collaborated with) and Power (desire to control
and influence). The Iceberg Model of David McClelland looks at a person’s visible
behaviour, knowledge and skills and the underlying unexpressed and unconscious
deeper layers.

On the other hand, Process Theories deal with the ‘why’ and ‘how’ of motivation, that
is why and how motivation occurs. They explore how behaviour is caused and sustained
or stopped by motivational factors. Process Theories explain the nature of change and
development of an entity. These include:

Reinforcement Theory: This Theory views individual behaviour as a function of
its consequences. It believes that any behaviour that leads to positive effect is
likely to be repeated or reinforced, till it gets conditioned; ignoring the inner feelings
and drives of individuals. Propounded by B. F Skinner,it is called Operant
Conditioning, It is a method oflearning that occurs through rewards and punishments
for behaviour. Through Operant Conditioning, an individual makes an association
between a particular behaviour and a consequence. He believed that causes of an
action and its consequences need to be understood for determining motivating
factors.

Expectancy Theory: These Theories focus on the relationship between
anticipated future rewards and present behaviour. Victor Vroom’s Theory of
Motivation is called the Expectancy Theory. It consists of Valence, Expectancy
and Instrumentality. Valence are emotional orientations which people hold with
respect to outcomes or rewards. Expectancy implies different expectations of
employees and their confidence levels. Instrumentality deals with perceptions
whether employees will actually get what they deserve.

Equity Theory: This Theory focuses on the desire to be treated with equity and
to avoid perceived inequity. Equity is a perceptual belief that one is being treated
fairly in relation to others. Inequity is a constant belief that one is being treated
unfairly in relation to others. Equity can be maintained if there is enough motivation
to maintain the current situation. Inequity can be reduced if we can change
perceptions of self as well as others, change inputs and outcomes, and change
comparisons.

The Porter-Lawler Model: It is an integrated Theory that deals with workplace
motivation. It says that performance leads to job satisfaction rather than vice versa.
It assumes that if rewards are adequate, high levels of performance may lead to
satisfaction, which is in turn is determined by the perceived equity of intrinsic
(intangible) and extrinsic (tangible) rewards for performance.

Goal Setting Theory: Motivation is determined by setting specific perofrmance
goals and sustaining commitment to achieve these goals. Specifically, difficulty
level and acceptance differentiates these goals.

It is important to understand the nature of Motivation Theories in order to grasp the
views of different thinkers on motivation in the right perspective. It is true that Maslow’s
Hierarchy of Needs was a neat and systematic attempt at categorising organisational
needs, but Motivation Theories have gone way beyond that. They have tried to assimilate
all factors that could affect employee motivation levels. They have recognised the fact



that employees have needs which have to be fulfilled for goal attainment. Unfulfilled
needs may need to goal displacement. These Theories form a framework for managers
to formulate their rewards and punishment yardsticks. Now let us see what Frederick
Herzberg propagated in his famous Dual-Need Content Motivation Theory.

13.4 THE TWO-FACTOR THEORY OF HERZBERG

Herzberg’s Theory of Motivation falls under the Content Theory as it focusses on internal
and external factors that affect individual’s motivation.Taking a cue from Maslow’s
Hierarchy of Needs Theory, Herzberg came up with his Two-Factor Theory; also
called Motivation-Hygiene Theory. He divided the factors affecting motivation and
satisfaction based on ‘maintenance’ and ‘growth’. These maintenance factors were the
hygiene factors for Herzberg, which were concerned with job-enrichment; factors that
were ‘extrinsic’ to the work itself.

The growth factors were the motivators for Herzberg, as these were concerned with
Jjob content; factors ‘intrinsic’ to the work itself. He believed that the Hygiene factors
had to be addressed or satisfied first. For Herzberg, motivation happens through job
enrichment once the Hygiene factors are satisfied. Once this is done, focus should
revolve around growth factors, which were the actual motivators. For Herzberg, opposite
of satisfaction is not dissatisfaction but no satisfaction. In the same vein, the opposite of
dissatisfaction is not satisfaction but no dissatisfaction. According to Herzberg, the factors
leading to job satisfaction are separate and distinct from those that lead to job
dissatisfaction.

Herzberg assumed that motivation, as a construct, has two separate dimensions:
1) Motivation factors which affect satisfaction.
2) Hygiene factors which determine dissatisfaction.

In Herzberg’s view, Hygiene factors or dissatisfiers could create job dissatisfaction, but
their presence did not motivate or create satisfaction. Without them Growth Motivators,
however, were adversely affected. They produced only short-term changes in job attitudes
and performance. These were the company policy and administration, wages, salaries,
quality of supervision, quality of inter-personal relations, working conditions, and feeling
ofjob security. Motivation factors or satisfiers were the ones that led to job satisfaction,
job enrichment, achievement, recognition and challenges. The presence of these factors
motivated employees, but their absence did not lead to job dissatisfaction. Factors like
status, opportunity for advancement, gaining recognition, challenging or stimulating work
and sense of personal accomplishment were some of the motivators for Herzberg.

The Hygiene Factors as per Herzberg are:

Company Policy and Administration

Supervision

Interpersonal Relations with Supervisor, Peers and Subordinates
Salary

Job Security

Personal Life

Working Environment

Status
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The Motivators according to Herzberg are:

1)
2)
3)
4)
5)

Achievement
Advancement
Possibility of Growth
Nature of Work

Responsibility

Satisfiers were related to the tasks being performed. They related to what a person did
while dissastisfiers related to the situation in which the persons or employees or workers
did what they did. Salary as a motivator to Herzberg worked only in a group and was
not a satisfier in the true sense. For Herzberg, job satisfaction and job dissatisfaction
acted independently of each other. In his view, satisfaction and dissatisfaction were not
on a continuum, with one increasing and the other one decreasing. Hygiene factors
caused dissatisfaction among employees in a work place and thus had to be lessened
or removed. Once this is done, motivation factors could be increased to increase job
satisfaction.

Herzberg’s Theory of Motivation can be graphically presented as:

-
E— "'_

MOTIVATION

As cited in Prasad et al., op. cit., we can reiterate that the three key principles of the
Motivation-Hygiene theory are:

“The factors involved in producing job satisfaction were separate and distinct
from the factors that led to job dissatisfaction. Growth occurs with achievement
and achievement requires a task to perform. Hygiene factors are unrelated to
tasks.

The opposite of satisfaction on the job was not dissatisfaction. It was not merely
any job satisfaction. Satisfaction and dissatisfaction were discreet feelings. They
were, as Herzberg described ‘unipolar traits’.

The motivators had a much long-lasting effect on sustaining dissatisfaction than



hygiene factors had on preventing dissatisfaction. Motivators were self-sustaining
while hygiene needs can’t be completely satisfied and have to be reapplied”.

To create satisfaction, Herzberg believed that there was a need to address the motivating
factors associated with work. He called this Job Enrichment. Let us now discuss
Herzberg’s views on it.

13.5 CONCEPT OF JOB ENRICHMENT

Job Enrichment is a management concept that involves redesigning jobs in order to
make them more challenging and less repetitive. The concept is based on a
1968 Harvard Business Review Article by psychologist Frederick Herzberg titled “One
More Time: How Do You Motivate Employees?”” To improve employees’ motivation
and productivity, Herzberg believed that jobs should be modified to increase the
motivators present for the employees. The purpose of Job Enrichment is to make the
position more satisfying for the employees. Overall goals for the company often include
increasing employees’ job satisfaction, reducing turnover, and improving productivity
of employees.

Herzberg argued that Job Enrichment (through motivators) should be a central element
in any policy of motivation. Job Enrichment attempts to give employees greater
responsibility by increasing the range and complexity of tasks they are called upon to
complete and giving them the necessary authority. It motivates by giving employees the
opportunity to use their abilities to the fullest. According to Herzberg, enriched jobs
should contain a range of tasks and challenges at different ability levels and clear
opportunities for achievement and feedback on performance. Job Enrichment would
involve systematic training. Job Enrichment is possible through:

® Reduction of repetitive work.
® Enhancement of employees’ feelings of achievement and recognition.
® Provision ofemployees’ career enhancement.

® Focus onemployees’ non-promotion growth. That is personal growth in terms of
skill and technique know-how (Dhameja and Mishra, 2016).

Principles of Job Enrichment

As per Herzberg, Vertical Job Loading meant enriching employees’ positions. As against
Horizontal Job Loading, it believed in changing the nature of work by making it more
challenging. Herzberg provided a different framework for understanding motivation
and its impact on work environments. He talked of horizontal loading of job instead of
vertical loading. It meant challenging the employees by increasing the amount of
production expected of them.

Herzberg has suggested seven principles:

1) Removing some controls while retaining accountability.

2) Increasing the accountability of individuals for own work.
3) Giving aperson a complete, natural unit of work.

4) Granting additional authority to employees in their activity.

5) Making periodic reports directly available to the workers themselves rather than
to supervisors.

Frederick Herzberg

161



Socio-Psychological
Thinkers

162

6) Introducing new and more difficult tasks not previously handled.
7)  Assigning individuals specific or specialised tasks; enabling them to become experts.

By improving job content, employees get a higher sense of achievement and work
enjoyment. When employees are happy with their jobs, the general mood improves
and so does productivity. Thus, the advantage of'this concept is that managers are able
to actually work on basic needs, once identified, and then go to more complex needs of
employees. Herzberg suggested Job Enrichment to satisfy individual needs. By Job
Enrichment, he meant that the job should be challenging enough to utilize employees’
abilities. Increased ability should be adequately rewarded with higher responsibility.
Through Job Enrichment, managers could maximize intrinsic motivation of employees.
Ifthe job could not accommodate a specific ability in an employee, then it should have
the potential to provide the employees with appropriate job of their ability.

Check Your Progress 1
Note: i) Use the space given below for your answers.
) Check your answers with those given at the end of the Unit.

1) Explain Frederick Herzberg’s Two-Factor Motivation Theory.

13.6 AN EVALUATION OF HERZBERG’S THEORY

Herzberg’s Theory is appreciated on the ground that it provides an insight into the task
of motivation by drawing attention to the job factors, which are often overlooked. It
shows the value of Job Enrichment and the connect between motivation and Job
Enrichment. However, Herzberg’s Theory has been criticised on several grounds. Some
of'the criticisms include the following:

®  Bluecollar workers do not want challenging jobs. These employees may be totally
bogged down by the work content. They might also be dissatisfied, even though
their basic needs have been fulfilled. It is generally seen that less-educated
employees do not have the need for achievement and self-actualisation. Basic
Hygiene needs are all it takes to satisfy them. Also, certain Hygiene factors are
motivators to some individuals. Take money for example . Money is a Hygiene
factor, based on Herzberg’s Theory, but it is a motivation for a lot of employees. It
motivates them to work harder towards recognition and higher salary. Thus,



Herzberg’s motivation may work more in white collar jobs. Engineers or doctors
may like challenging jobs .

®  Another criticism of Herzberg’s Theory relates to the method of research and data
collection used by him to reach his findings. Herzberg undertook his research in
the 1950s by mterviewing 203 engineers, accountants and managers at Pittsburgh,
United States of America. However, by asking employees their best and worst
experiences, the methodology did not rule out subjectivity and biases. Moreover,
it is natural for people to take credit for satisfaction and to blame external
environment for dissatisfaction. There was no broad measure of satisfaction that
was used. Despite using the Critical Incident Methodology, Herzberg’s methodology
was limited to self-reports under controlled and good conditions.

® The validity ofthe deductions drawn by Herzberg is also questionable, as stated
earlier, standardised scales of satisfaction were used. Herzberg failed to recognise
the existence of substantial individual differences. Different individuals might have
different needs and thus, different motivators. Factors that cause job satisfaction
in one individual could cause job dissatisfaction in another.Herzberg did not take
into account the various job factors that might cause satisfaction or dissatisfaction.
Some job factor scales are not purely motivation or hygiene factors. No overall
measure of satisfaction was used. A person may dislike part of a job yet think
about the job as unacceptable. Herzberg could not take cognizance of nuances in
satisfaction levels. Moreover, some motivators or satisfiers are ‘neutral’ in character.
For instance, salary or pay could be both; a satisfier and a dissatisfier.

® Some feel that Herzberg gave more than required emphasis on Job Enrichment
and totally ignored job satisfaction of the workers. He didn’t attach much
importance to pay, status or interpersonal relationships, which are generally held
as great motivators.

® Herzberg also did not establish any connect between degree of satisfaction and
levels of productivity. The premise that satisfied workers produced more could
also not be generalised on the basis ofa small sample of nine companies that he
worked with.

Despite the criticism, we can conclude that Herzberg’s theory has been widely read
and used. His research has broadened the understanding of motivating factors and job
satisfaction at work place. There would be very few managers who are not familiar
with these recommendations. Herzberg’s Theory provides valuable guidelines to the
managers for restructuring their jobs in order to include such factors, which bring in
satisfaction.Herzberg recognised that true motivation comes from within a person and
not from the environment, or external factors. Herzberg’s Theory has the potential of
solving managerial problems to a large extent.lt is easier to actually apply Herzberg’s
Theory coupled with Maslow’s Hierarchy of Needs. This goes in favour of Herzberg’s
Theory, as it simplifies its application as a strategy to motivate employees.

Check Your Progress 2
Note: i) Use the space given below for your answer.

) Check your answer with that given at the end ofthe Unit.
1) Critically evaluate Herzberg’s Motivation Theory.
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13.7 CONCLUSION

The Motivation or Socio-psychological Theories draw on those psychological aspects
ofhuman behaviour, which emanate from personal and professional human needs. These
are noteworthy in many ways despite the criticism from various quarters. These theories
have valued human preferences and desires. They have treated employees as humans
capable ofhigh levels of performance. These theories have formed a connect between
personal and organisational selves. Like other Motivation Theories, Herzberg’s Theory
gave predominance to individuals’ preferences and desires in an organisation. He treated
individuals as active beings capable of producing more if reasonably satisfied and
motivated. His Theory improvised on the already available basket of motivators linked
with human needs at different individual and organisation levels. This Unit explained the
Two-factor Theory in detail. It brought to light its key features and did a critical appraisal
ofthe Theory.

13.8 GLOSSARY

Critical Incident Method : It consists of procedures involving direct
observation of human behaviour which are of
critical significance. These observations on
incidents are recorded as reference points to
solve practical issues and formulate psychological
principles.

Iceberg Behaviour ¢ Aperson’s knowledge, skills and behaviour can
be found above the waterline of the iceberg. The
central element is what they do. Below the
waterline we think and want, which focuses on
abstract terms such as standards, values and
beliefs, self-esteem, characteristics, personality
and motives. These four invisible layers could
reinforce one another as motives. However, they
may also block the visible behaviour of the person
in question.

Standardised Scale : Tools to improve the assessment of psycho-
pathological symptoms in terms of validity and
reliability.
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13.10 ANWSERS TO CHECK YOUR PROGRESS
EXERCISES

Check Your Progress 1

1)  Your answer should include the following points:
®  Herzberg assumed that motivation, as a construct, hastwo separate dimensions:
—  Motivation factors which affect satisfaction.
—  Hygiene factors which determine dissatisfaction.

® In Herzberg’s view, hygiene factors or dissatisfiers could create job
dissatisfaction, but their presence did not motivate or create satisfaction.
Without them growth motivators, however, were adversely affected.

2)  Your answer should include the following points:
® Asper Herzberg, Vertical Job Loading meant enriching employees’ positions.

® Asagainst Horizontal Job Loading, it believed in changing the nature of work
by making it more challenging.

® Herzberg provided a different framework for understanding motivation and
its impact on work environment.

® He talked ofhorizontal loading ofjob instead of vertical loading. It meant
challenging the employees by increasing the amount of production expected
ofthem.
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Check Your Progress 2

1)  Your answer should include the following points:

It is generally seen that less-educated employees do not have the need for
achievement and self-actualisation.

By asking employees their best and worst experiences, the methodology did
not rule out subjectivity and biases.

Despite using the Critical Incident Methodology, Herzberg’s methodology
was limited to self-reports under controlled and good conditions.

Different individuals might have different needs and thus, different motivators.
Herzberg did not take into account the various job factors that might cause
satisfaction or dissatisfaction.

Herzberg didn’t attach much importance to pay, status or interpersonal
relationships, which are generally held as great motivators.

Herzberg overlooked the fact that factors that cause job satisfaction in one
individual could cause job dissatisfaction in another.
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14.0 OBJECTIVES
After reading this Unit, you should be able to:

® Bring out the contributions of Chris Argyris to Socio-psychological Approach;
®  Explain the Immaturity-Maturity Theory of Chris Argyris;

®  Describe alternative organisational structures;

® Discuss T-group training; and

® (ritically review the concepts given by Argyris.

14.1 INTRODUCTION

Chris Argyris was an eminent social scientist who belonged to the Socio-psychological
School of Thought and his contribution to it is extremely significant. He is the contender
of long-standing and most important traditional organisation system that follows
mechanistic and technocratic principles. However, traditional organisations have paved
the way for more mature (psychologically) and non-materialistic organisations. Argyris
observed that there is an incongruity between management practices and adult personality.
He believed that, every individual is constantly striving towards the psychological success
and everyone achieves that success in varying degrees. The problem, as identified by
Argyris, is that the formal organisational structures are not mature enough to appreciate
and help an individual to achieve psychological success. In his view, this will lead to
human and organisational decay.

For this, he looked for change in all-people, the organisation and their interpersonal
relationships. His contribution has helped to understand the relationship between the
people and organisations, organisational learning and action research. He advocated
for change in individual personality and organisation management practices, which will

* Contributed by Dr. B. Senthil Nathan, HoD, Department of Public Administration, Sri Krishna
College of Arts and Science, Coimbatore, Tamil Nadu.
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reduce conflict of interest and increase productivity. In this Unit, we would learn about
“Immaturity-Maturity Theory”, “Improving Interpersonal Competence”, “Alternative
Organisational Structures”, “T-Group” and “Organisational Learning”. Finally, we will
examine a few criticisms of these theories.

14.2 CHRISARGYRIS :APROFILE

Chris Argyris was born and brought up in Newark, New Jersey. He graduated with a
degree in Psychology (1947) and gained an M. A in Psychology and Economics from
Kansas University (1949). He did his Ph.D on Organisational Behaviour from Cornell
University in 1951. In 1951 itself, he started his academic career at Yale University as
part of the Yale Labour and Management Centre and subsequently became a Professor
of Management Science. In 1971, he moved to Harvard University as a Professor of
Education and Organisational Behaviour, until his retirement. He died at the age of 90
on 16" November 2013.

Chris Argyris’ early research explored the impact of formal organisational structures,
control systems and management on individuals and how they responded and adapted
to them. This research resulted in the form ofhis Books Executive Leadership (1953),
Personality and Organisation (1957) and Integrating the Individual and the
Organisation (1964). He then shifted his focus to organisational change, exploring the
behaviour of senior executives in organisations [Interpersonal Competence and
Organisational Effectiveness (1962): Organisation and Innovation (1965)].

From there on, he moved to an inquiry into the role of the social scientist, both as a
researcher and an actor (I/ntervention Theory and Method (1970); Inner
Contradictions of Rigorous Research (1980) and Action Science (1985) — (with
Robert Putnam and Diana McLain Smith). His fourth major area is on research and
theorising (in significant part undertaken with Donald Schon) individual and organisational
learning and the extent to which human reasoning, not just behaviour, can become the
basis for diagnosis and action (Theory in Practice (1974); Organisational
Learning (1978); Organisational Learning Il (1996) —all with Donald Schoén). He
has also developed this thinking in Overcoming Organisational Defenses (1990)
and Knowledge for Action (1993). Contributions of Argyris and his colleagues are
very much appreciated and influenced by academicians and practitioners of public
administration and management.

14.3 THEORETICAL UNDERPINNINGS OF CHRIS
ARGYRIS’ THEORIES

Argyris and Schon(1978) were of the strong belief that an interrelationship prevails
among organisational structure and individual personalities. It means they are mutually
responsible for their development. Both organisation and actions of individuals should
learn from one another and from the environment in which it operates. Further, changes
in the environment will affect the work place, individuals learn and act as the learning
agents for the organisation. Their contribution came at the turn of the mid-20" century
when the world was witnessing the benefits from industrial growth, while also experiencing
its adverse effects. Materially, urban standards of living improved steadily, not only in
food, shelter, housing, and other material goods, but also in health care and education.
In expensive books, magazines, newspapers, and improved public libraries, contributed
to their intellectual lives. This gave impetus to change in the mindset of people from a
more materialist to less/non-materialistic in the sense as rightly put forth by Maslow as
Middle-level Needs (i.e., security and safety) and Higher-Level Needs (i.e., self-esteem,




self-respect, respect for others, social recognition, and self-actualisation and fulfilment).

Argyris observed that, while the people’s mindsets were changing, the old-formal
organisation structures failed to respond to this change and were stuck to the ‘carrot
and stick approach’ or ‘materialistic approach’ or ‘mechanistic approach’ in treating
their employees. He argued that this age-old approach along with organisation structure
and the leadership style, suppressed the individual from personal growth and
development. It resulted into loss for both the individual and the organisation. It would
only lead to human and organisational decay. It shall be a win-win situation for both
when organisations assist and encourage individuals to develop their full potential. For
this, Argyris developed the intervention strategies for organisational change. His theories
include Immaturity-Maturity Theory, Improving Interpersonal Competence, Innovative
Organisational Structures (Non-Pyramidal and Matrix) and Group Sensitivity Training
(T-Group).

Let us now discuss these theories:
Immaturity-Maturity Theory

This Theory was developed and presented by Chris Argyris in his work on Personality
and Organisation. It is one of the many theories that seeks to explain the relationship
between the human nature and behaviour with the organisational structure. In this, Chris
Argyris, compared bureaucratic/pyramidal values (the organisational counterpart to
Theory ‘X’ assumptions about people) that still dominate many organisations with a
more humanistic/ democratic value system (the organisational counterpart to Theory
‘Y’ assumptions about people). According to this Theory, a person’s development is
processed along a continuum of an immaturity to a maturity scale.

According to Argyris, still the age-old organisation structures are treating the people as
“immature” characterised by laziness, lack of interest and apathy. People are still
being believed as money hungry, wasteful and prone to errors. So, to keep them in
pace with organisation goals, they are using old organisation principles of task
specialisation, unity of direction, chain of command and span of control that require
employees to be obedient, submissive, dependent, and passive or subordinate towards
organisation leaders. These old organisation principles follow rigid and stringent rules
and regulations and emphasise on managerial controls that make the employees feel
dependent on their superiors and fearful of the staff personnel in charge of the various
types of controls (Raghavulu, 1991).

Similarly, evaluative techniques are perceived as unfair in that they continually accent
failures without showing why such failure may be necessary (Argyris, 1957; Raghavulu,
ibid.). There is less scope for natural and free expressions ofideas and feelings among
workers which result into poor, shallow and mistrustful relationships, decrease in
interpersonal competence, etc. Argyris (ibid.) has observed, “without interpersonal
competence or psychologically safe environment, the organisation is breeding ground
for mistrust, inter-group conflict and so on, which in turn lead to a decrease in
organisational success in problem solving”.

Similarly, Argyris has found that this old organisation structures blame employees for
any discrepancies in organisation and initiates programmes to “change people’s attitudes”
and to “‘make employees more interested in the organisation” (Raghavulu, ibid.). This
problem-solving method stems in traditional leader’s mind, because of ‘autocratic
and directive leadership style’ imposed upon them by the logic and assumptions of
age-old traditional organisational management practices. Argyris observed that this
leadership style places the employees in a situation where they tend to:
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® Be passive, dependent, subordinate and submissive.

® Focus their activities on the organisation’s and the leader’s needs rather than the
needs ofall the followers; and

® Compete with each other for the leader’s favour.

Argyris concluded that the impact of directive leadership upon the subordinates is similar
to that which the formal organisation has upon the subordinates. Further he argued that,
authoritarian leadership reinforced and perpetuated the ‘damage’ created by the
(bureaucratic) organisational structure. On the contrary, a “mature” person is an active,
independent, full of confidence and self-controlled human being. According to Chris
Argyris (op.cit.), mature people are the human beings who accept more responsibilities,
show willingness to handle variety of tasks, and have the ability to participate in decision
making.

It is in parallel to Theory ‘Y~ assumptions of Douglas McGregor about the people. This
personality is cultivated by Humanistic Organisations, where the system treats people
as human beings, respect interpersonal competence, allows them to share their ideas
and embed trusts, encourages participation and appreciates relationships, flexible rules
and regulations, and so on. Here, both organisations and persons would get the
opportunity to develop to the fullest potential. Similarly, Chris Argyris believed that
managers who treated people positively, and as responsible adults, would achieve the
highest productivity.

Argyris (ibid.) has suggested seven changes that may help the individual to move and
witness growth from immature personality to mature personality (i.e., Personality
change).These changes are:

1) Individual willmove from a passive state as an infant to active state as an adult.
2) Individual would grow from being dependant to independent.
3) Individual will able to behave in lots of different ways than a few ways.

4) Individual’s interests would become deep and strong,whereas as children they
had shallower interests.

5) Individuals have a better grasp at the long-term perspective, past and future more
than just the short-term perspective.

6) Individuals move from only being subordinate to equal or super-subordinate
positions.

7)  Adults have a higher level of awareness and have a stronger self-control.

In his opinion, these changes take place on a ‘continuum’ and the ‘healthy personality’
develops along the continuum from ‘immaturity’ to ‘maturity’.

Improving Interpersonal Competence

We understand that organisation is an organised group of people with a goal or agenda.
Itis acollective effort that requires each person to cooperate and maintain good rapport
with one another. For this, various interpersonal skills are necessary. Interpersonal
competence refers to individual’s ability to interact with others and with the greater
community, say for example, an organisation. Argyris believed that the organisations,
which followed mechanistic approach, showed a low interpersonal competence. As
said above, employees of such organisations would be dubious, fearful, follow unhealthy



competition, depict lack of co-operation, etc. All these factors would undermine the
performance of the individual vis-a-vis organisation.

Argyris argued for the organisations, which would give more importance to improve
ntellectual and mechanical skills as well as interpersonal skills. He found that competence
involving interpersonal skills was being neglected. He advocated that organisation
functioned better if their members were more interpersonally competent. Interpersonal
competence refers to the ability to deal effectively with an environment populated by
other human beings. He postulated that there are three conditions or requirements for
the development of interpersonal competence:

1) Self-acceptance: This refers to the degree to which the person values himselfin a
positive fashion.

2) Confirmation: By ‘Confirmation’, Argyris means the reality-testing of one’s own
self-image.

3) Essentiality: This third condition for interpersonal competence is defined by Argyris
as one’s opportunity to “utilise the central abilities and express his central needs’.

In attempting to operationalise the concept of interpersonal competence, Argyris has
specified several kinds of a behaviour that he regards as concrete evidence of
interpersonally competent behaviour. These four types of behaviour are listed below
and are arranged in order of decreasing frequency of occurrence and increasing potency
for contributing to competence- as hypothesised by Argyris and apparently confirmed
by his empirical data:

1) Owning up to, or accepting responsibility for one’s ideas and feelings.
2) Being open to ideas and feelings of others and those from within one’s self.
3) Experimenting with new ideas and feelings; and

4) Helping others to own up, be open to, and to experiment with their ideas and
feelings.

Check Your Progress 1
Note: 1)) Use the space given below for your answers.

) Check your answers with those given at the end ofthe Unit.
1) Explain the Immaturity-Maturity Theory.

2) What are the seven ways suggested by Chris Argyris that could change individua
behaviour?
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14.4 ALTERNATIVE ORGANISATIONAL
STRUCTURES

Argyris believed that a single type of organisational structure was not suitable to address
all types of jobs or activities. As the nature of job varies, the organisational structure
must also vary accordingly. According to him, the organisations of the future would be
a combination of both the old and new forms of organisations. He proposed some new
organisational structures as given below:

1) Pyramidal Structure: It is a rigid and classical structure suitable for routine
operations or non-innovative activities. It is suitable for the people who are happy
to do routine tasks, disdain psychological needs, etc.

2) Modified Formal Organisational Structure: It is a hierarchical structure but in
terms of processes and operation, it is democratic in character. It is like System 4
propounded by Likert, which enables a subordinate to be a member of the
superior’s decisional unit. This organisational structure is comparatively more
efficient than the pyramidal structure.

3) Participative Structure: This structure is comparatively less hierarchical and
flexible. It is more organic in character, meaning each employee would have an
equal opportunity in problem solving/decision making commensurate with his/her
potential. This structure is suitable for activities, which require creativity and
imagination. It can be applied for group activities, inter-departmental activities,
etc.

4) Matrix Organisation: It is a superimposition of the project organisation onto a
functional organisation. It is a flat organisation structure, where everyone has equal
power and responsibility to deal with the assigned task. The members are expected
to work as a cohesive unit. It is expected to eliminate superior-subordinate
relationships and substitute with individual self-discipline. It can be applied for the
tasks that need multiple skills or specialisation.

The difference between the structures is basically the degree of involvement required in
making decisions. Pyramidal structure is furthest to the left on the continuum, while
Matrix organisational structure is furthest to the right. Essentially then,pyramidal structure
involves very few in the decision making, while Matrix organisational structure calls for
each individual to have equal power.

Argyris made a point that no one of these structures should be used all the time. Instead
the ... organisations (of the future) will tend to vary as per the structures that they use
and according to the kinds of decisions that must be made”. Argyris hypothesised that
“decision rules” will need to be established to determine, which structure should be
used under given sets of conditions.

T-Groups

Argyris adopted and used this laboratory programme technique of T-Group experiment
as early as in 1960s. He suggested this technique for improving the personal effectiveness
of employees. This programme focuses on understanding the self as well as other
personalities, group functioning and organisational structure. It provides an opportunity
to learn more about their behaviour, give and receive feedback, experiment with new
behaviour and develop awareness and acceptance of self and sensitivity to the
personalities of others. The T-group also provides the possibilities to learn the nature of
effective group functioning (Bradford, Benne and Lippitt, 1964; Raghavulu, 1991,
op.cit.).



In this experiment, Argyris found many positive results. He observed that in this
experiment, more responsibilities were delegated to lower level employees and getting
more valid information up from the ranks, allowed free decision making. He
acknowledged that the original aim of T-group training was personal growth or
promotion of self-insight and the focus was on changing the individuals, not necessarily
to change the environment in which they worked. But, this approach has gradually led
to organisation improvement. Finally, he stated that, he and his fellow scholars were not
ofthe opinion of administering the formal organisation like T-groups. However, they
recommended such groups in formal organisational structures for certain selected
decisions.

T-Group and Public Administration

Argyris suggested the widespread use of T-Group technique in public administration.
Especially, after the assessment of United States Department of State, he insisted for
intervention in organisational socio-emotional processes. According to Argyris, reforms
in governmental organisation should aim at providing employees with higher order need
satisfaction. This required a long-range change programmes, which would focus on the
behaviour and leadership style of the senior participants’ and the introduction of
organisational changes that would inculcate in the participants attitudes that were
favourable to taking more initiative, enlarging responsibilities and adopting innovative
behaviour. Argyris also suggested radical revisions in the personnel practices in order
to reduce the system’s defences.

14.5 ORGANISATIONAL LEARNING

Another important contribution of Argyris is towards Organisational Learning. He, along
with Donald Schon undertook studies and conceptualised the learning processes in
organisational settings. They argued that the organisations are not merely collection of
individuals, but there is no organisation without such collections. In other words,
organisational Learning is not merely individual learning, but organisations also learn
through the experience and actions of individuals (Argyris, 1978; Raghavulu, 2010).
Organisational Learning occurs when members act as learning agents for the organisation,
responding to changes in the internal and external environments by detecting and
correcting errors in organisational theory-in-use and embedding the results in private
images and shared maps of organisations (Raghavulu, 2010, ibid.).

According to Argyris and Schon (1978, op.cit.), learning involves the detection and
correction of error. If something goes wrong, initially it was suggested by many people
to look for another strategy that will address and work within the governing variables.
In other words, given or chosen goals, values, plans and rules are operationalised rather
than questioned. According to Argyris and Schon (ibid. ), this is Single-Loop Learning.
An alternative response is to question governing variables themselves, to subject them
to critical scrutiny. This they describe as Double-Loop Learning. Such learning may
then lead to an alteration in the governing variables and, thus, a shift in the way in which
strategies and consequences are framed. Thus, when they came to explore the nature
of organisational learning. This is how the process is described in the context of
organisational learning:

“When the error detected and corrected permits the organisation to carry on its present
policies or achieve its present objectives, then that error-and-correction process is
single-loop learning. Single-loop learning is like a thermostat that learns when it is too
hot or too cold and turns the heat on or off. The thermostat can perform this task
because it can receive information (the temperature of the room) and take corrective
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action. Double-loop learning occurs when error is detected and corrected in ways
that involve the modification of an organisation’s underlying norms, policies and
objectives”

Single-loop learning seems to be present when goals, values, frameworks and, to a
significant extent, strategies are taken for granted. The emphasis is on ‘techniques and
making techniques more efficient’ (Usher and Bryant, 1989). Any reflection is directed
toward making the strategy more effective. Double-loop learning, in contrast, ‘involves
questioning the role of the framing and learning systems, which underlie actual goals and
strategies. In many respects, the distinction at work here is the one used by Aristotle,
when exploring technical and practical thought. The former involves following routines
and some sort of present plan—and is both less risky for the individual and the organisation
and affords greater control. The latter is more creative and reflexive and involves
consideration notions of the good. Reflection here is more fundamental: the basic
assumptions behind ideas or policies are confronted. .. hypotheses are publicly tested. ..
processes are discomformable and not self-seeking (Argyris, 1982, op.cit.).

14.6 A CRITICAL EVALUATION

Chris Argyris and his ideas have been criticised on several grounds. First, Argyris view
of'man in relation to the organisation and his characterisation of the concept of self-
actualisation seems to be an ideal concept without any precise operational indicators.
Authors like Simon raise objection to Argyris’ concept of self-actualisation and compared
it with anarchy. They have suggested the practical solutions like reducing the working
hours and enhancing leisure to enable employees to seek self-actualisation. Secondly,
Argyris’ antipathy to authority is without any analogues. The view that ‘structure is
devil’ is influenced by Argyris’ obsession with the need for power (Simon, 1973;
Raghavulu, 1991, op.cit.). As Simon points out: Argyris. ..tend to choose de-emphasis
ofauthority relations as the way out, but at the price of neglecting the consequences for
organisational effectiveness. ..what corrupts is not power, but the need for power and
it corrupts both the powerful and the powerless (Simon, 1973, ibid.).

Thirdly, Argyris has advocated job enlargement and T-group sessions for increasing
interpersonal competence. This remedial approach seems myopic in nature and cannot
get to the root of the problem so long as the basic conflict of interests between the
employers and employees exists. Rather these techniques cannot serve better than
maintaining the status quo.

Fourthly, Argyris holds that management philosophy has moved from Scientific
Management and Human Relations Approach. Practically, an effective management
requires the right combination of both the approaches i.e., a judicious blend between
the organisational structural and human dimensions in organisations.

Fifthly, objections are raised on the methodological ground of some of the key
propositions of Argyris. For example, there is little empirical weight in favour of the
statement that people in organisations are opposed to authority. On the contrary, in
many organisations, employees seem to accept authority and organisation goals because
such acceptance is in parallel with their values and interests.

Sixthly, Argyris’ generalisation of pursuit of the goal of self-actualisation is questioned.
It appears that not all individuals, under all circumstances, would like to self-actualise
themselves and that there are many who feel happier under conditions of directive
leadership (Raghavulu, 1991).



Finally, Chris Argyris advocated job enlargement and T-group sessions for increasing
interpersonal competence. This remedial approach seems myopic in nature and cannot
get to the root of the problem so long as the basic conflict of interests between the
employers and employees exists. Rather these techniques cannot serve better than
maintaining the status quo.

Check Your Progress 2
Note: i) Use the space given below for your answers.
) Check your answers with those given at the end ofthe Unit.

1) Describe the different types of alternative organisational structures.

14.7 CONCLUSION

As other theories, Argyris’s theory also drew a lot of flak from different authors. They
observed that individual personality differed from person to person, and was not Argyris’
major focus. Argyris advocated a cognitive approach to intervention in organisations.
The aims were to improve the relationship between individual and organisation and to
increase the adaptability and effectiveness of organisations. Keeping aside the limitations,
criticisms and practical difficulties in their application, Argyris’ contribution is a historical
landmark in the study of human relations and participative schools of thoughts in
organisations. His objective was to understand the behaviour of individual and create a
change in the mind-set of employees, leadership styles, and organisational structures
for effective organisational productivity. His aim was to create an appropriate environment
for individuals to attain self-actualisation. This Unit brought to fore theoretical
underpinnings of organisations, alternative structures of organisations, as well as single-
loop and double-loop organisational learning.

14.8 GLOSSARY

Humanistic Organisations : It focuses on use of intrinsic motivation to grow
personnel qualifications. It emphasises on setting
up of organisational goals keeping humanistic
values in mind. The central tenets are participative
decision making, socially-conscious policies,
effective interpersonal relationships, team work,
human-resource development, goal adherence
and individualised motivation packages.
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Interpersonal Competence : It means an ability to interact with others in an
organised set up. People who have interpersonal
skills have greater self-awareness, which they use
to nurture beneficial relationships. The three ‘Cs’
of Interpersonal Competence are: Consistency,
Congruence and Coherence.
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14.10 ANSWERS TO CHECK YOUR PROGRESS
EXERCISES

Check Your Progress 1

1)  Your answer should include the following points:

® The Theory seeks to explain the relationship between human nature and
behaviour within an organisation.



As per the Theory, a person’s development is gauged on a continuum ofan Chris Argyris
immaturity to maturity scale.

It intends to look at evaluation of human behaviour on the basis of new
parameters,different from old parameters that are ingrained in old theories/
approaches.

Without interpersonal competence and psychological safe environment, the
organisation only perpetuates mistrust.

2)  Your answer should include the following points:
® Individual should be active.
® Individuals should leave dependency.
® [ndividual interests become deep and strong.
® [ndividuals should move from subordinate position.
®  Adult individuals have higher level of awareness.
®  Adult individuals have better grasp ofretraction and self-control.
® [ndividuals behave in multiple ways.
Check Your Progress 2
1)  Your answer should include the following points:
® [-group.
®  Pyramidal structures.
® Modified formal organisational structures.
® Participative structures.
®  Matrix organisations.
2)  Your answer should include the following points:

Organisation Learning occurs when members act as learning agents for
organisation.

Organisation Learning involves detection and correction of error.

There are two types of learning : Single-Loop Learning and Double-Loop
Learning.

Reflection is most fundamental to Organisational Learning.
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