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5.0 5.0 ObjectivesObjectives

This  unit  aims  at  introducing  the  meaning  of  directing  and  its  major  components:This  unit  aims  at  introducing  the  meaning  of  directing  and  its  major  components:

motivation, leadership and communication. It gives a brief description of each component.motivation, leadership and communication. It gives a brief description of each component.

It also aims at introducing the role of directing in harmonizing and guiding organizationalIt also aims at introducing the role of directing in harmonizing and guiding organizational

resources towards the achievement of organizational objectives.resources towards the achievement of organizational objectives.

After reading this unit, you should be able to:After reading this unit, you should be able to:

 Know the meaning of directing, motivation, leadership and    communicationKnow the meaning of directing, motivation, leadership and    communication

 Know the different motivational theories and approachesKnow the different motivational theories and approaches

 Describe the theories of leadershipDescribe the theories of leadership

 Describe the meaning of communication and different models of communicationDescribe the meaning of communication and different models of communication

 Explain  the  objectives  of  motivation,  leadership  and  communication  in  anExplain  the  objectives  of  motivation,  leadership  and  communication  in  an

organizationorganization
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5.1 Introduction5.1 Introduction

As a  function  of  management,  directing  focuses  on  the  leading  activities  undertaken  byAs  a  function  of  management,  directing  focuses  on  the  leading  activities  undertaken  by

managers  at  different  levels.  Leading  activities  include  motivating,  communicating,managers  at  different  levels.  Leading  activities  include  motivating,  communicating,

supervising and resolving conflicts that arise from time to time. The leader’s approach, thesupervising and resolving conflicts that arise from time to time. The leader’s approach, the

principles  that  he/she  employs,  the  style  of  leadership  that  he/she  assumes,  the  overallprinciples  that  he/she  employs,  the  style  of  leadership  that  he/she  assumes,  the  overall

personality of the leader and the methods that he/she uses in resolving conflict need specialpersonality of the leader and the methods that he/she uses in resolving conflict need special

attention to understand the unit as a whole.attention to understand the unit as a whole.

5.2 5.2 Meaning of DirectingMeaning of Directing

Directing is a management function which deals with what managers do to employees orDirecting is a management function which deals with what managers do to employees or

cause them to do certain activities that lead to the achievement of the objectives of thecause them to do certain activities that lead to the achievement of the objectives of the

organization.  It  includes  guidance,  supervision,  communication,  leadership,  inspiring,organization.  It  includes  guidance,  supervision,  communication,  leadership,  inspiring,

coordinating and motivating employees for an action.coordinating and motivating employees for an action.

5.2.1 Components of Directing5.2.1 Components of Directing

Directing  includes  many  activities  such  as  guidance,  supervision,  communication,Directing  includes  many  activities  such  as  guidance,  supervision,  communication,

leading,  coordinating  and motivating.  Among these only three components  will  beleading,  coordinating  and motivating.  Among these only three components  will  be

discussed: Motivation, Leadership and Communication in the same order.discussed: Motivation, Leadership and Communication in the same order.

5.3 5.3 MotivationMotivation

5.3.1 Meaning of Motivation5.3.1 Meaning of Motivation

Motivation  is  the act  of  inducing,  instigating,  inciting  or  promoting  someone to  aMotivation  is  the act  of  inducing,  instigating,  inciting  or  promoting  someone to  a

particular course of action to get the results expected of him/her.particular course of action to get the results expected of him/her.

“Motivation is a general term applying to the entire class of drives, desires, needs,“Motivation is a general term applying to the entire class of drives, desires, needs,

wishes and similar forces that induce an individual or a group of people to work.”wishes and similar forces that induce an individual or a group of people to work.”

Koontz and O’Donnell.Koontz and O’Donnell.

The  goal  of  motivation  is  to  cause  people  to  put  forth  their  best  efforts  withThe  goal  of  motivation  is  to  cause  people  to  put  forth  their  best  efforts  with

enthusiasm  and  effectiveness  in  order  to  achieve  and  hopefully  surpass  theenthusiasm  and  effectiveness  in  order  to  achieve  and  hopefully  surpass  the

organizational objectives. In order to motivate employees, managers should identifyorganizational objectives. In order to motivate employees, managers should identify

the basic motives that initiate people. Motives are inner forces that move a person tothe basic motives that initiate people. Motives are inner forces that move a person to
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believe in a certain way. Sources of motives can be biogenic or psychogenic needs.believe in a certain way. Sources of motives can be biogenic or psychogenic needs.

Biogenic needs arise from physiological states of tension such as hunger, thirst, andBiogenic needs arise from physiological states of tension such as hunger, thirst, and

discomfort. Psychogenic needs arise from psychological states of tension such as adiscomfort. Psychogenic needs arise from psychological states of tension such as a

need for self-esteem, affiliation, achievement, status, recognition or belonging. Thisneed for self-esteem, affiliation, achievement, status, recognition or belonging. This

fact can be expressed in short as follows.fact can be expressed in short as follows.

/Needs=>Motives=>Drive=>Action=>Satisfaction//Needs=>Motives=>Drive=>Action=>Satisfaction/

Human  motivation  is  influenced  by environmental  factors.  An environment  is  theHuman motivation  is  influenced  by environmental  factors.  An environment  is  the

physical and cultural surrounding within which we find ourselves at any given time.physical and cultural surrounding within which we find ourselves at any given time.

For example, a person who see an ice cold water may feel thirsty; a person who seesFor example, a person who see an ice cold water may feel thirsty; a person who sees

the rain falling may feel cold; a person who feels the smell of food can feel hungry; athe rain falling may feel cold; a person who feels the smell of food can feel hungry; a

person who is satisfied in his job may be dissatisfied by the mistreatment of his boss.person who is satisfied in his job may be dissatisfied by the mistreatment of his boss.

5.3.2 Characteristics of Motivation5.3.2 Characteristics of Motivation

Motivation is characterized by the following featuresMotivation is characterized by the following features

a)a) Motivation is unending process. As man has a number of wants and all wants cannotMotivation is unending process. As man has a number of wants and all wants cannot

be satisfied at one time, motivation becomes a continuous task of managers. Humanbe satisfied at one time, motivation becomes a continuous task of managers. Human

needs are infinite.needs are infinite.

b)b) Motivation is a psychological concept. It deals with the psychology of workersMotivation is a psychological concept. It deals with the psychology of workers

c)c) Motivation is total  and not partial.  An individual  is motivated fully and not partlyMotivation is total  and not partial.  An individual  is motivated fully and not partly

because motivation is related to the needs and psychological states of people.because motivation is related to the needs and psychological states of people.

d)d) Motivation may be financial or non-financialMotivation may be financial or non-financial

Motivation includes increasing wages,  allowances,  recognition,  praise,  giving moreMotivation includes increasing wages,  allowances,  recognition,  praise,  giving more

responsibility  and  inducing  to  participate  in  the  decision-making  process.  Theresponsibility  and  inducing  to  participate  in  the  decision-making  process.  The

appropriateness of motivation depends on the situations and individual characteristics.appropriateness of motivation depends on the situations and individual characteristics.

e)e) Motivation is determined by human needs. In order to motivate, knowing the need ofMotivation is determined by human needs. In order to motivate, knowing the need of

an individual is mandatory. A need that is already satisfied cannot be a motivator. Thean individual is mandatory. A need that is already satisfied cannot be a motivator. The

purpose of motivation is to induce an individual to put forth all his capacities to his jobpurpose of motivation is to induce an individual to put forth all his capacities to his job

through satisfying his needs.through satisfying his needs.

f)f) Motivation cannot be applied to a frustrated man.Motivation cannot be applied to a frustrated man.

g)g) Motivation may be positive or negative.Motivation may be positive or negative.
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 5.3.3 Importance of Motivation 5.3.3 Importance of Motivation

Motivation provides the following advantages to an organization.Motivation provides the following advantages to an organization.

a)a) Through motivation, an organization can utilize the factors of production to theThrough motivation, an organization can utilize the factors of production to the

maximum.maximum.

b)b) When people are motivated there is willingness to work.When people are motivated there is willingness to work.

c)c) When people are highly motivated absenteeism would be less.When people are highly motivated absenteeism would be less.

d)d) Labor turnover would be low. If employees are motivated positively,  there is aLabor turnover would be low. If employees are motivated positively,  there is a

tendency on their part to stay in the organization.tendency on their part to stay in the organization.

e)e) Efficient personnel would be attracted to the organization.Efficient personnel would be attracted to the organization.

f)f) If  there  is  positive  motivation  in  the  organization,  there  will  be  good  laborIf  there  is  positive  motivation  in  the  organization,  there  will  be  good  labor

relations.relations.

g)g) The knowledge and skill of employees can be developed and improved.The knowledge and skill of employees can be developed and improved.

h)h) Motivation develops a sense of belongingness.Motivation develops a sense of belongingness.

i)i) Motivation serves as a basis of co-operation.Motivation serves as a basis of co-operation.

5.3.4 Early Views of Motivation5.3.4 Early Views of Motivation

At different stages in the evolution of management thought managers subscribed toAt different stages in the evolution of management thought managers subscribed to

different models or theories of motivation. They held their own views or supported thedifferent models or theories of motivation. They held their own views or supported the

views of others.views of others.

5.3.4.1 The Traditional Model5.3.4.1 The Traditional Model

This  model  is  associated  with  Fredrick  W.  Taylor  and  scientific  management.  ItThis  model  is  associated  with  Fredrick  W.  Taylor  and  scientific  management.  It

assumed that workers were essentially lazy and that managers understood the worker’sassumed that workers were essentially lazy and that managers understood the worker’s

job better than the worker. Workers could only be motivated by financial reward andjob better than the worker. Workers could only be motivated by financial reward and

had little to contribute beyond their labor. Here workers had been expected to accepthad little to contribute beyond their labor. Here workers had been expected to accept

management’s  authority  in  return  for  high  wages  made  possible  by  the  efficientmanagement’s  authority  in  return  for  high  wages  made  possible  by  the  efficient

system designed by management and implemented by the workers.system designed by management and implemented by the workers.

A motivational theory related to this model is for example the reward vs punishmentA motivational theory related to this model is for example the reward vs punishment

or the stick vs carrot theory. This theory states that if employees perform well rewardor the stick vs carrot theory. This theory states that if employees perform well reward

them if not punish them. The reward/ carrot given for “good” behavior could be in thethem if not punish them. The reward/ carrot given for “good” behavior could be in the

form of  money,  bonus,  titles,  special  office  arrangements,  awards,  more power  orform of  money,  bonus,  titles,  special  office  arrangements,  awards,  more power  or
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company cars. The Punishment/stick administered for “bad” behavior could be in thecompany cars. The Punishment/stick administered for “bad” behavior could be in the

form of demotion, undesirable transfers, no pay increase or lack of recognition.form of demotion, undesirable transfers, no pay increase or lack of recognition.

5.3.4.2 The Human Relations Model5.3.4.2 The Human Relations Model

This  model  is  associated  with Elton  Mayo and other  human relations  researchers.This  model  is  associated  with Elton  Mayo and other  human relations  researchers.

Elton Mayo and his associates carried out a study at the Haw-throne Plant of WesternElton Mayo and his associates carried out a study at the Haw-throne Plant of Western

Electric Company in the 1930’s. They studied the effects of environmental factors onElectric Company in the 1930’s. They studied the effects of environmental factors on

productivity and concluded that worker’s productivity increases when special attentionproductivity and concluded that worker’s productivity increases when special attention

is given them; the attention gives them a special status among their peers. Workersis given them; the attention gives them a special status among their peers. Workers

attitudes are the key to their  motivation,  and fair treatment improves their attitude.attitudes are the key to their  motivation,  and fair treatment improves their attitude.

They believed that managers could motivate employees by acknowledging their socialThey believed that managers could motivate employees by acknowledging their social

needs and by making them feel useful and important. Workers were expected to acceptneeds and by making them feel useful and important. Workers were expected to accept

management’s  authority  because  supervisors  treated  them  with  consideration  andmanagement’s  authority  because  supervisors  treated  them  with  consideration  and

attending to their needs.attending to their needs.

5.3.4.3 The Human Resources Model5.3.4.3 The Human Resources Model

This model was developed by Douglas Mc Gregor, Abraham Maslow, Chris Argyris,This model was developed by Douglas Mc Gregor, Abraham Maslow, Chris Argyris,

Rensis Likert and Herzberg.Rensis Likert and Herzberg.

They  generally  suggest  that  employees  are  motivated  by  many  factors  other  thanThey  generally  suggest  that  employees  are  motivated  by  many  factors  other  than

money or the desire for satisfaction, such as the need for achievement and meaningfulmoney or the desire for satisfaction, such as the need for achievement and meaningful

work. They argued that most people are already motivated to do a good job and thatwork. They argued that most people are already motivated to do a good job and that

they  do  not  automatically  see  work  as  undesirable.  Employees  are  likely  to  getthey  do  not  automatically  see  work  as  undesirable.  Employees  are  likely  to  get

satisfaction  from  good  performance.  Thus,  employees  can  be  given  far  moresatisfaction  from  good  performance.  Thus,  employees  can  be  given  far  more

responsibility for making decisions and carrying out their tasks. The contribution ofresponsibility for making decisions and carrying out their tasks. The contribution of

each scientist will be discussed as follows.each scientist will be discussed as follows.
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a) The Hierarchy of Needs Theory of Abraham H. Maslow.a) The Hierarchy of Needs Theory of Abraham H. Maslow.

Self-Actualization NeedsSelf-Actualization Needs

        

Esteem NeedsEsteem Needs

      Social/Love NeedsSocial/Love Needs

                                    Safety Needs                                    Safety Needs

Physiological NeedsPhysiological Needs

 Physiological Needs are the basic needs for food, rest and sex.Physiological Needs are the basic needs for food, rest and sex.

 Safety Needs are the needs for physical and economic security.Safety Needs are the needs for physical and economic security.

 Social/Love Needs are the needs for affection and belongingness.Social/Love Needs are the needs for affection and belongingness.

 Esteem Needs are the needs self-respect and recognitionEsteem Needs are the needs self-respect and recognition

 Self-Actualization  Needs  include  the  drive  to  become  what  one  is  capable  ofSelf-Actualization  Needs  include  the  drive  to  become  what  one  is  capable  of

becoming. These include growth, achieving one’s potential, self-fulfillment, etc.becoming. These include growth, achieving one’s potential, self-fulfillment, etc.

He stipulated that as the first level needs are satisfied the next and higher level needsHe stipulated that as the first level needs are satisfied the next and higher level needs

emerge.  He  also  stated  that  a  satisfied  need  cannot  be  a  motivator.  Once  a  personemerge.  He  also  stated  that  a  satisfied  need  cannot  be  a  motivator.  Once  a  person

satisfies a certain need that need will not motivate him/her any more.satisfies a certain need that need will not motivate him/her any more.

b) Participative-Management Approachb) Participative-Management Approach

This approach to motivation was developed by Rensis Likert and his associates. TheyThis approach to motivation was developed by Rensis Likert and his associates. They

stated that managers who practice effective human relations let lower-level personnel tostated that managers who practice effective human relations let lower-level personnel to

participate in making decisions that affect them in achieving better cooperation higherparticipate in making decisions that affect them in achieving better cooperation higher

motivation  and greater  productivity.  People  who do some kind of  work want  to  bemotivation  and greater  productivity.  People  who do some kind of  work want  to  be

consulted about how to do it.consulted about how to do it.

c) Douglas Mc Gregorc) Douglas Mc Gregor
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Mc Gregor developed Mc Gregor developed Theory X and Theory Y Theory X and Theory Y assumptions.assumptions.

i) Theory X Assumptioni) Theory X Assumption

This  assumption  is  a  pessimistic,  static  and  rigid  approach.  According  to  thisThis  assumption  is  a  pessimistic,  static  and  rigid  approach.  According  to  this

assumption:assumption:

Authority and control are external.Authority and control are external.

                                                Average human beings have an inherent dislike of work and will avoid it ifAverage human beings have an inherent dislike of work and will avoid it if

they can.they can.

                                                Because of their characteristics, most people must be coerced, controlled,Because of their characteristics, most people must be coerced, controlled,

directed and threatened with punishment to make them put forth adequatedirected and threatened with punishment to make them put forth adequate

effort toward the achievement of organizational objectives.effort toward the achievement of organizational objectives.

                                                Average human beings prefer to be directed, wish to avoid responsibility,Average human beings prefer to be directed, wish to avoid responsibility,

have relatively little ambition and want security above all.have relatively little ambition and want security above all.

ii) Theory Y Assumptionii) Theory Y Assumption

This assumption is an optimistic a dynamic and flexible approach. According to thisThis assumption is an optimistic a dynamic and flexible approach. According to this

assumption:assumption:

                  Emphasis on self- direction and the integration of individual needs with organizationalEmphasis on self- direction and the integration of individual needs with organizational

demands are necessary.demands are necessary.

The expenditure of physical effort and mental effort in work is as natural as play orThe expenditure of physical effort and mental effort in work is as natural as play or

rest.rest.

 People will exercise self-direction and self-control in the service of objectives to which People will exercise self-direction and self-control in the service of objectives to which

they are committed.they are committed.

The degree of commitment to objectives is in proportion to the size of the rewardsThe degree of commitment to objectives is in proportion to the size of the rewards

associated with their achievement.associated with their achievement.

Under proper conditions the average person learns not only to accept but also to seekUnder proper conditions the average person learns not only to accept but also to seek

responsibility.responsibility.

The capacity to think creatively to innovate and to solve organizational problems isThe capacity to think creatively to innovate and to solve organizational problems is

widely not narrowly distributed in the population.widely not narrowly distributed in the population.

The intellectual potentialities of the average human being are only partially utilized.The intellectual potentialities of the average human being are only partially utilized.

5.3.4.4 A systems View of Motivation in Organizations5.3.4.4 A systems View of Motivation in Organizations
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According to this view of motivation, it is believed that a system consists of three setsAccording to this view of motivation, it is believed that a system consists of three sets

of  variables  affecting  motivation  in  organizations:  individual  characteristics,  jobof  variables  affecting  motivation  in  organizations:  individual  characteristics,  job

characteristics and work situation.characteristics and work situation.

a) Characteristics of the Individuala) Characteristics of the Individual

Each individual brings his or her own interest, attitudes and needs to the work situation.Each individual brings his or her own interest, attitudes and needs to the work situation.

Obviously  people  differ  in  these  characteristics  and their  motivations  will  thereforeObviously  people  differ  in  these  characteristics  and their  motivations  will  therefore

differ. These facts are based on the contributions of Abraham Maslow (The Hierarch ofdiffer. These facts are based on the contributions of Abraham Maslow (The Hierarch of

Needs Theory); Clayton Alderfer’s ERG Theory (existence needs, relatedness needs andNeeds Theory); Clayton Alderfer’s ERG Theory (existence needs, relatedness needs and

growth needs); (ERG is a combination of the first letters of the three needs: existence,growth needs); (ERG is a combination of the first letters of the three needs: existence,

relatedness  and  growth);  and  David  Mc  Clelland’s  Need-Based  Motivation  Theoryrelatedness  and  growth);  and  David  Mc  Clelland’s  Need-Based  Motivation  Theory

which states that human beings have power, affiliation and achievement needs.which states that human beings have power, affiliation and achievement needs.

David Mc Clelland and John.W. Atkinson developed a related theory known as” Need-David Mc Clelland and John.W. Atkinson developed a related theory known as” Need-

based Motivation Theory”. They suggested that human beings have three basic based Motivation Theory”. They suggested that human beings have three basic 

motivational needs: power affiliation and achievement.motivational needs: power affiliation and achievement.

Power need is  expressed in a  strong desire  to change or alter  the course of events.Power need is  expressed in a  strong desire  to change or alter  the course of events.

People  who  are  motivated  by  power  need  are  often  effective  speakers,  may  bePeople  who  are  motivated  by  power  need  are  often  effective  speakers,  may  be

argumentative, like communicating and want to exercise highly.argumentative, like communicating and want to exercise highly.

The achievement need is a twin desire to succeed and not fail. People who have strongThe achievement need is a twin desire to succeed and not fail. People who have strong

achievement need seek challenge, set big goals, work hard and long hours, want to winachievement need seek challenge, set big goals, work hard and long hours, want to win

for the sake of winning.for the sake of winning.

The affiliation need is the need for close interpersonal relationships, belongingness orThe affiliation need is the need for close interpersonal relationships, belongingness or

love.love.

b) Characteristics of the Job Taskb) Characteristics of the Job Task

This include the attributes of the employee’s tasks such as the amount of responsibility,This include the attributes of the employee’s tasks such as the amount of responsibility,

the variety of tasks and the extent to which the job’s characteristics are found by peoplethe variety of tasks and the extent to which the job’s characteristics are found by people

as satisfying.as satisfying.
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The two-factor approach to work motivation developed by Frederick Herzberg and hisThe two-factor approach to work motivation developed by Frederick Herzberg and his

associates  states  that  there  are  hygienic  and  intrinsic  (motivator)  factors  in  anyassociates  states  that  there  are  hygienic  and  intrinsic  (motivator)  factors  in  any

organization that may or may not motivate an individual. organization that may or may not motivate an individual. 

i)  Hygienic  or  Maintenancei)  Hygienic  or  Maintenance  FactorsFactors are  job  factors  which  are  necessary  before  an are  job  factors  which  are  necessary  before  an

individual  can  be  motivated.  For  example,  an  acceptable  salary,  company  policy,individual  can  be  motivated.  For  example,  an  acceptable  salary,  company  policy,

supervision procedures, job security, work conditions, interpersonal relationships withsupervision procedures, job security, work conditions, interpersonal relationships with

one’s supervisor, peers and subordinates.one’s supervisor, peers and subordinates.

Hygienic factors also known as extrinsic factors do not in themselves inspire or motivateHygienic factors also known as extrinsic factors do not in themselves inspire or motivate

a person to put forth maximum effort  on a job. Their  existence does not motivate  aa person to put forth maximum effort  on a job. Their  existence does not motivate  a

person but their absence demotivates an individual.person but their absence demotivates an individual.

ii) Motivator or Intrinsic Factorsii) Motivator or Intrinsic Factors include achievement, recognition and the possibility include achievement, recognition and the possibility

for growth and responsibility. Their existence motivates an individual and their absencefor growth and responsibility. Their existence motivates an individual and their absence

demotivates an individual.demotivates an individual.

 c) c)  Characteristics of the Work SituationCharacteristics of the Work Situation

The work situation consists of two categories: the actions, policies and culture of theThe work situation consists of two categories: the actions, policies and culture of the

organization  as  a  whole  and  the  immediate  work  environment.  To  motivate  theorganization  as  a  whole  and  the  immediate  work  environment.  To  motivate  the

individual, these have to be positive and attractive.individual, these have to be positive and attractive.

5.3.5 Integrative Approaches to Motivation5.3.5 Integrative Approaches to Motivation

5.3.5.1 The Expectancy Approach5.3.5.1 The Expectancy Approach  

This model of motivation which was put forward by David Nadler and EdwardThis model of motivation which was put forward by David Nadler and Edward

Lwler.  Specifies that the effort to achieve high performance is a function of theLwler.  Specifies that the effort to achieve high performance is a function of the

perceived likelihood that high performance can be achieved and will be achieved.perceived likelihood that high performance can be achieved and will be achieved.

It achieved, it will be rewarded and the reward will be worth the effort expended.It achieved, it will be rewarded and the reward will be worth the effort expended.

The expectancy approach attempts to account for differences among individualsThe expectancy approach attempts to account for differences among individuals

and situations. Three assumptions are identified in relation with the expectancyand situations. Three assumptions are identified in relation with the expectancy

approach. They are:approach. They are:
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a) Performance-outcome Expectancya) Performance-outcome Expectancy

According to this assumption, individuals engaged in or contemplating a certainAccording to this assumption, individuals engaged in or contemplating a certain

behavior  expect  certain  consequences.  For  example,  a  worker  who is  thinkingbehavior  expect  certain  consequences.  For  example,  a  worker  who is  thinking

about doubling his or her output may expect that his act will result in praise, moreabout doubling his or her output may expect that his act will result in praise, more

pay, or perhaps no reward at all; the worker may even expect hostility from otherpay, or perhaps no reward at all; the worker may even expect hostility from other

workers. Each expected outcome will affect the individuals decision on whether orworkers. Each expected outcome will affect the individuals decision on whether or

not to proceed with the contemplated behavior.not to proceed with the contemplated behavior.

b) Valenceb) Valence

This  refers  to  the  value  or  motivating  strength  of  a  reward  to  the  individual.This  refers  to  the  value  or  motivating  strength  of  a  reward  to  the  individual.

Valence  is  determined by the individual  and is  not  an objective  quality  of  theValence  is  determined by the individual  and is  not  an objective  quality  of  the

outcome itself; for a given situation valence differs from one person to the next.outcome itself; for a given situation valence differs from one person to the next.

c) Effort- Performance Expectancyc) Effort- Performance Expectancy

People’s expectations of how difficult it will be to perform successfully will alsoPeople’s expectations of how difficult it will be to perform successfully will also

affect their decision on whether or not to proceed. For example, an individual mayaffect their decision on whether or not to proceed. For example, an individual may

be told  that  increasing  sales  by 50 percent  will  lead to  a  much desired salarybe  told  that  increasing  sales  by 50 percent  will  lead to  a  much desired salary

increase. Before deciding whether or not to pursue the task he asks in effect, ‘Can Iincrease. Before deciding whether or not to pursue the task he asks in effect, ‘Can I

do it?’ and ‘If I do it, what will it bring to me?’ and ‘Is what it will bring me worthdo it?’ and ‘If I do it, what will it bring to me?’ and ‘Is what it will bring me worth

the effort of doing it?’the effort of doing it?’

5.3.5.2 The Equity or Inequity Approach5.3.5.2 The Equity or Inequity Approach

This  is  a theory of job motivation  emphasizing  the role  played by an individual’sThis  is  a theory of job motivation  emphasizing  the role  played by an individual’s

belief in the equity or fairness of rewards and punishments in determining his or herbelief in the equity or fairness of rewards and punishments in determining his or her

performance and satisfaction. Equity can be defined as a ratio between the individual’sperformance and satisfaction. Equity can be defined as a ratio between the individual’s

job inputs compared with the rewards others are receiving for similar job inputs. job inputs compared with the rewards others are receiving for similar job inputs. 

5.3.5.3 Goal Setting Theory5.3.5.3 Goal Setting Theory

This  is  a  cognitive  approach  to  the  theory  of  work  motivation  which  holds  thatThis  is  a  cognitive  approach  to  the  theory  of  work  motivation  which  holds  that

workers are conscious (cognitive) creatures who strive toward goals.workers are conscious (cognitive) creatures who strive toward goals.

According to psychologist Edwin Locke, the natural inclination to set and strive forAccording to psychologist Edwin Locke, the natural inclination to set and strive for

goals is useful only if the individual both understands and accepts a particular goal. Togoals is useful only if the individual both understands and accepts a particular goal. To

motivate, goals should be:  motivate, goals should be:  
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- Specific and challenging, and- Specific and challenging, and

-- Developed by the participation of subordinates rather than receiving themDeveloped by the participation of subordinates rather than receiving them

from superiors by means of one-way, top-down process.from superiors by means of one-way, top-down process.

5.3.65.3.6 Motivation TheoriesMotivation Theories

5.3.6.1 Content Theories5.3.6.1 Content Theories

These  theories  are  associated  with  Maslow,  Alderfer,  Mc  Gregor,  Herzberg,These  theories  are  associated  with  Maslow,  Alderfer,  Mc  Gregor,  Herzberg,

Alkinson  and  Mc  Clelland.  Content  theories  stress  that  it  is  necessary  toAlkinson  and  Mc  Clelland.  Content  theories  stress  that  it  is  necessary  to

understand the factors within individuals, that cause them to act in a certain way.understand the factors within individuals, that cause them to act in a certain way.

For example:For example:

a)a) An employee who has a strong need to achieve may be motivated to work extraAn employee who has a strong need to achieve may be motivated to work extra

hours in order to complete a difficult task on timehours in order to complete a difficult task on time

b)b) An employee with a strong need for self-esteem may be motivated to work veryAn employee with a strong need for self-esteem may be motivated to work very

carefully in order to produce high quality work.carefully in order to produce high quality work.

  
5.3.6.25.3.6.2 Process TheoriesProcess Theories

Process  theories  emphasize  hot  and  by  what  goals  individuals  are  motivated.Process  theories  emphasize  hot  and  by  what  goals  individuals  are  motivated.

According to these theories, needs are just one element in the process by whichAccording to these theories, needs are just one element in the process by which

individuals decide how to behave. For example,  individuals may see the strongindividuals decide how to behave. For example,  individuals may see the strong

possibility of receiving some reward possibility of receiving some reward 

(a salary increase) if they act in a certain way (say, by working hard). This reward(a salary increase) if they act in a certain way (say, by working hard). This reward

will become an incentive or motive for their behavior. Basic to process theories ofwill become an incentive or motive for their behavior. Basic to process theories of

motivation is the notion of expectancy, i.e. what a person anticipates is likely tomotivation is the notion of expectancy, i.e. what a person anticipates is likely to

occur as a result of his or her behavior.occur as a result of his or her behavior.

Preference-Expectancy Theory by Victor Vroom deals  with this  same idea.  HePreference-Expectancy Theory by Victor Vroom deals  with this  same idea.  He

suggested that motivation relates to two factors: preference and expectancy. Forsuggested that motivation relates to two factors: preference and expectancy. For

example, if a student wants to get an “A” grade in his Introduction to Managementexample, if a student wants to get an “A” grade in his Introduction to Management

course  (preference),  he/she  then  evaluates  what  actions  to  take  and  how  thecourse  (preference),  he/she  then  evaluates  what  actions  to  take  and  how  the

instructor will regard the actions (expectancy).instructor will regard the actions (expectancy).

In other words, preference is what a person wishes to happen. Expectancy is whatIn other words, preference is what a person wishes to happen. Expectancy is what

a person believes will probably happen if certain behavior patterns are pursued.a person believes will probably happen if certain behavior patterns are pursued.
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5.3.6.3 Reinforcement Theories5.3.6.3 Reinforcement Theories

These theories are associated with B.F. Skinner and others. They do not utilize theThese theories are associated with B.F. Skinner and others. They do not utilize the

concept of a motive or a process of motivation. Instead, they deal with how theconcept of a motive or a process of motivation. Instead, they deal with how the

consequences of a past action influence future action in a cyclical learning process.consequences of a past action influence future action in a cyclical learning process.

In this view, people behave the way they do because they have learned throughIn this view, people behave the way they do because they have learned through

experience that certain behaviors are associated with pleasant outcomes and othersexperience that certain behaviors are associated with pleasant outcomes and others

with unpleasant outcomes.with unpleasant outcomes.

Skinner  in  his  “Motivation  through  Positive  Reinforcement”  states  that  allSkinner  in  his  “Motivation  through  Positive  Reinforcement”  states  that  all

behavior  is a result  of a stimulus.  Behavior  is best  modified by deciding whatbehavior  is a result  of a stimulus.  Behavior  is best  modified by deciding what

behavior pattern is desired and then selecting and using the stimulus that producesbehavior pattern is desired and then selecting and using the stimulus that produces

the desired behavior.the desired behavior.

In practice,  almost any thing can be a status symbol if  it  is  recognized by theIn practice,  almost any thing can be a status symbol if  it  is  recognized by the

responsible group as a badge of distinction. Therefore, it would act as a positiveresponsible group as a badge of distinction. Therefore, it would act as a positive

reinforcement  and thus motivate  the people to whom it  is  given, A key to thereinforcement  and thus motivate  the people to whom it  is  given, A key to the

executive wash room, a large office,  a ten-year service pin,  a reserved parkingexecutive wash room, a large office,  a ten-year service pin,  a reserved parking

space  and  carpeting  the  flour  of  the  office  in  which  one  works  are  ways  ofspace  and  carpeting  the  flour  of  the  office  in  which  one  works  are  ways  of

recognition and thereby status can be conferred.recognition and thereby status can be conferred.

5.3.75.3.7 Guidelines to Effective MotivationGuidelines to Effective Motivation

Richard M. Steers and Lyman W.Porter suggest the following guidelines of effectiveRichard M. Steers and Lyman W.Porter suggest the following guidelines of effective

motivation.motivation.

a)a) Managers must actively and intentionally motivate their subordinates.Managers must actively and intentionally motivate their subordinates.

b) Managers should understand their own strengths and limitations before attemptingb) Managers should understand their own strengths and limitations before attempting

to modify those of others.to modify those of others.

c)c) Managers must recognize that employees have different motives and abilities.Managers must recognize that employees have different motives and abilities.

d)d) Rewards should be related to performance, not seniority or other non-merit basedRewards should be related to performance, not seniority or other non-merit based

considerations.considerations.

e)e) Jobs should be designed to offer challenge and variety; subordinates must clearlyJobs should be designed to offer challenge and variety; subordinates must clearly

understand what is expected of them.understand what is expected of them.

f)f) Management should foster an organizational culture oriented to performance.Management should foster an organizational culture oriented to performance.
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g)g) Managers should stay close to employees and remedy problems as they arise.Managers should stay close to employees and remedy problems as they arise.

h)h) The  active  cooperation  of  employees  should  be  sought  in  improving  theThe  active  cooperation  of  employees  should  be  sought  in  improving  the

organization’s  output;  employees  are,  after  all  also  stakeholders  in  theorganization’s  output;  employees  are,  after  all  also  stakeholders  in  the

organization.organization.

5.3.85.3.8 Basic Factors that MotivateBasic Factors that Motivate

The following factors are considered as motivators.The following factors are considered as motivators.

5.3.8.1 Challenging Work5.3.8.1 Challenging Work

To motivate  personnel to perform at their  best,  managers should try to makeTo motivate  personnel to perform at their  best,  managers should try to make

work as challenging as possible, keeping in mind that what is challenging to onework as challenging as possible, keeping in mind that what is challenging to one

person may not excite another.person may not excite another.

5.3.8.2. Participation in Planning5.3.8.2. Participation in Planning

The  higher  in  an  organization  one  goes,  the  more  participation  in  planningThe  higher  in  an  organization  one  goes,  the  more  participation  in  planning

becomes  a  strong  motivational  force.  Even  at  lower  levels  participation  isbecomes  a  strong  motivational  force.  Even  at  lower  levels  participation  is

important. If an individual is allowed to participate in developing the plan andimportant. If an individual is allowed to participate in developing the plan and

setting goals to be achieved, he feeds important and valuable to the organization.setting goals to be achieved, he feeds important and valuable to the organization.

This motivates him in his job.This motivates him in his job.

5.3.8.3 Recognition and Status5.3.8.3 Recognition and Status

The desire for recognition and the improved status it brings appears universalThe desire for recognition and the improved status it brings appears universal

regardless of position, age, education and other factors. All of us seem to wantregardless of position, age, education and other factors. All of us seem to want

approval from our peers as well as from our superiors. Therefore, supervisorsapproval from our peers as well as from our superiors. Therefore, supervisors

should give recognition for a specialized effort offered by subordinates.should give recognition for a specialized effort offered by subordinates.

5.3.8.4 More Responsibility and Power5.3.8.4 More Responsibility and Power

More  responsibility  and  power  satisfies  the  need  for  security.  The  need  forMore  responsibility  and  power  satisfies  the  need  for  security.  The  need  for

security,  that  is  the  desire  to  be  free  from  fear  of  such  things  as  job  loss,security,  that  is  the  desire  to  be  free  from  fear  of  such  things  as  job  loss,

demotion and loss of income apparently are is inherent in all of us. Too little ordemotion and loss of income apparently are is inherent in all of us. Too little or

too much security can be harmful.too much security can be harmful.
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5.3.8.5 Independence of Action5.3.8.5 Independence of Action

The desire to be one’s own boss appears to give more self-reliance than others.The desire to be one’s own boss appears to give more self-reliance than others.

Hence,  supervisors  should  give  their  subordinates  freedom  to  make  certainHence,  supervisors  should  give  their  subordinates  freedom  to  make  certain

decisions by themselves without referring to their superiors now and then.decisions by themselves without referring to their superiors now and then.

5.3.8.6 Opportunity for Personal Growth5.3.8.6 Opportunity for Personal Growth

Growth in  skill,  professional  capability  and experience  are very important  inGrowth in  skill,  professional  capability  and experience  are very important  in

people’s lives. A strong motivational device is to promise and then deliver anpeople’s lives. A strong motivational device is to promise and then deliver an

opportunity to an individual to grow more skillful as a result of work experience.opportunity to an individual to grow more skillful as a result of work experience.

5.3.8.7 Good Working Conditions5.3.8.7 Good Working Conditions

Working  conditions,  which  include  both  physical  and  psychological  factorsWorking  conditions,  which  include  both  physical  and  psychological  factors

surrounding a job, vary in importance as a motivator. Some people may like asurrounding a job, vary in importance as a motivator. Some people may like a

modern  work  environment  while  others  may  be  motivated  by  unattractivemodern  work  environment  while  others  may  be  motivated  by  unattractive

environment.environment.

5.3.8.8 Job Enrichment5.3.8.8 Job Enrichment

This factor which is also known as job reform is the process of designing jobs toThis factor which is also known as job reform is the process of designing jobs to

make them more interesting, challenging and meaningful. It includes efforts thatmake them more interesting, challenging and meaningful. It includes efforts that

are planned to make jobs more satisfying such as:are planned to make jobs more satisfying such as:

 giving workers greater freedom in choosing work methods; andgiving workers greater freedom in choosing work methods; and

 letting them plan their work.letting them plan their work.

Finally, the result of motivation is high morale. High morale is a confident, resolute,Finally, the result of motivation is high morale. High morale is a confident, resolute,

often self-sacrificing attitude of a group that has strong faith in its leadership andoften self-sacrificing attitude of a group that has strong faith in its leadership and

believes organizational goals can be achieved.believes organizational goals can be achieved.

Low morale is just the opposite. It is characterized by depression, lack of confidenceLow morale is just the opposite. It is characterized by depression, lack of confidence

and negative attitude toward the achievement of goals.and negative attitude toward the achievement of goals.

5.3.95.3.9 Check your progress questionsCheck your progress questions

a) Define the followinga) Define the following

  (i) Directing(i) Directing

(ii) Motivation(ii) Motivation
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b) Explain the different views towards motivationb) Explain the different views towards motivation

   c)  Identify  similarities  and  differences  between  and  among  different  motivational   c)  Identify  similarities  and  differences  between  and  among  different  motivational

approaches, views and theories.approaches, views and theories.

   d) Link the different motivational approaches, views and theories to the evolution of   d) Link the different motivational approaches, views and theories to the evolution of

management.management.

5.4. 5.4. LeadershipLeadership

5.4.1 Definition of Leadership5.4.1 Definition of Leadership

Leadership  is  the  art  of  inspiring  subordinates  to  perform  their  duties  willingly,Leadership  is  the  art  of  inspiring  subordinates  to  perform  their  duties  willingly,

competently  and  enthusiastically.  Leaders  are  examples  or  symbols  to  theircompetently  and  enthusiastically.  Leaders  are  examples  or  symbols  to  their

subordinates.  Therefore,  they are expected to lead subordinates by their  talent  andsubordinates.  Therefore,  they are expected to lead subordinates by their  talent  and

skill. A leader is one who plays a directing role and imposes a commanding influenceskill. A leader is one who plays a directing role and imposes a commanding influence

over others. Leaders can be chosen or appointed. Managers are appointed leaders.over others. Leaders can be chosen or appointed. Managers are appointed leaders.

Chosen leaders  Chosen leaders  are those chosen fromare those chosen from  among members.  The leader  is  chosen byamong members.  The leader  is  chosen by

members;  i.e.  members  chose  their  leader.  The  leader  is  chosen  on  the  basis  ofmembers;  i.e.  members  chose  their  leader.  The  leader  is  chosen  on  the  basis  of

dominance physically or psychologically.dominance physically or psychologically.

Appointed leaders Appointed leaders are those that are not chosen by members. They may or may notare those that are not chosen by members. They may or may not

be members of the group. They are appointed by someone outside the group. This isbe members of the group. They are appointed by someone outside the group. This is

practical in formal organizations.practical in formal organizations.

Managers should have an ability to lead which is not of course written on the jobManagers should have an ability to lead which is not of course written on the job

description but simply an implied one. Leaders are more likely to arise during crisesdescription but simply an implied one. Leaders are more likely to arise during crises

such  as  war,  or  depression  than  when  conditions  are  stable.  When  people  feelsuch  as  war,  or  depression  than  when  conditions  are  stable.  When  people  feel

threatened they are eager to follow someone who appears able to protect them andthreatened they are eager to follow someone who appears able to protect them and

return conditions to normal.return conditions to normal.

5.4.2 Approaches to the Study of Leadership5.4.2 Approaches to the Study of Leadership

There are three major approaches  to the study of leadership:  Trait,  behavioral  andThere are three major approaches  to the study of leadership:  Trait,  behavioral  and

situational approaches.situational approaches.
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5.4.2.1 The Trait Approach to the Study of Leadership5.4.2.1 The Trait Approach to the Study of Leadership

According to this approach, leadership emphasizes psychological traits (qualities),According to this approach, leadership emphasizes psychological traits (qualities),

compelling  obedience  from  subordinates.  The  leader  is  endowed  with  naturalcompelling  obedience  from  subordinates.  The  leader  is  endowed  with  natural

psychological traits that give him/her advantages over most mortals. Leaders inpsychological traits that give him/her advantages over most mortals. Leaders in

general as a group have been found to be brighter more extrovert and more self-general as a group have been found to be brighter more extrovert and more self-

confident than non-leaders; they also tend to be taller. This theory is connected toconfident than non-leaders; they also tend to be taller. This theory is connected to

the notion that leaders are born and not made. However, this approach is contestedthe notion that leaders are born and not made. However, this approach is contested

by a number of weaknesses. Even though it was mostly accepted during 1930s andby a number of weaknesses. Even though it was mostly accepted during 1930s and

1950s.1950s.

5.4.2.2 The Behavioral Approach to the Study of Leadership5.4.2.2 The Behavioral Approach to the Study of Leadership

Unlike traits, behaviors can be learned and so it follows that individuals trained inUnlike traits, behaviors can be learned and so it follows that individuals trained in

appropriate  leadership  behavior  would  be  able  to  lead  more  effectively.  Thus,appropriate  leadership  behavior  would  be  able  to  lead  more  effectively.  Thus,

rather than trying to figure out what effective leaders were, researchers tried torather than trying to figure out what effective leaders were, researchers tried to

determine  what  effective  leaders  did,  how  they  delegate  tasks,  how  theydetermine  what  effective  leaders  did,  how  they  delegate  tasks,  how  they

communicated with and tried to motivate their subordinates, how they carried outcommunicated with and tried to motivate their subordinates, how they carried out

their tasks and so on.their tasks and so on.

These researchers have focused on two aspects of leadership behavior: leadershipThese researchers have focused on two aspects of leadership behavior: leadership

functions  and  leadership  styles.  The  two  major  functions  of  leaders  are  “taskfunctions  and  leadership  styles.  The  two  major  functions  of  leaders  are  “task

related”  or  problem-solving  functions  and  “group-maintenance’’  or  socialrelated”  or  problem-solving  functions  and  “group-maintenance’’  or  social

functions. Task-related functions might include suggesting solutions and offeringfunctions. Task-related functions might include suggesting solutions and offering

information and opinions; group maintenance functions may include anything thatinformation and opinions; group maintenance functions may include anything that

helps the group operate more smoothly, agreeing with or complimenting anotherhelps the group operate more smoothly, agreeing with or complimenting another

group member or mediating group disagreements.group member or mediating group disagreements.

Leadership behavior focuses on one of two styles that a leader may use in dealingLeadership behavior focuses on one of two styles that a leader may use in dealing

with subordinates: a task-oriented style and an employee-oriented style.with subordinates: a task-oriented style and an employee-oriented style.

Task-oriented managers closely supervise subordinates to ensure that the task isTask-oriented managers closely supervise subordinates to ensure that the task is

performed  to  their  satisfaction.  A  manager  with  this  leadership  style  is  moreperformed  to  their  satisfaction.  A  manager  with  this  leadership  style  is  more

concerned with getting the job done than with the development  and growth ofconcerned with getting the job done than with the development  and growth of

subordinates.subordinates.
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Employee-oriented managers try to motivate rather than to control subordinates.Employee-oriented managers try to motivate rather than to control subordinates.

They encourage group members to perform tasks by allowing group members toThey encourage group members to perform tasks by allowing group members to

participate  in  decisions  that  affect  them and  by forming  friendly,  trusting  andparticipate  in  decisions  that  affect  them and  by forming  friendly,  trusting  and

respectful relationships with group members. In order to analyze the relationshiprespectful relationships with group members. In order to analyze the relationship

between the two factors a matrix grid has been developed.between the two factors a matrix grid has been developed.

  

The Leadership GridThe Leadership Grid

The Managerial/Leadership Grid, developed by Robert Blake and Jane Mouton toThe Managerial/Leadership Grid, developed by Robert Blake and Jane Mouton to

help measure a manager’s relative concern for people and tasks is depicted below.help measure a manager’s relative concern for people and tasks is depicted below.

In the diagramthe relative concern of leaders for people and task is depicted in aIn the diagramthe relative concern of leaders for people and task is depicted in a

two  dimensional  matrix  grid.  The  vertical  line  represents  concern  for  peopletwo  dimensional  matrix  grid.  The  vertical  line  represents  concern  for  people

whereas the horizontal line represents concern for production.whereas the horizontal line represents concern for production.

      Concern for ProductionConcern for Production

             

                          

                        

ConcernConcern

  for  for

PeoplePeople

99 1,91,9 9,99,9

88

77

66

55 5,55,5

44

33

22

11 1,11,1 9,19,1

11 22 33 44 55 66 77 88 99
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Concern for ProductionConcern for Production

Style 1,1 management is impoverished management; low concern for people andStyle 1,1 management is impoverished management; low concern for people and

low concern for tasks or production. This style is sometimes called laissez-fairelow concern for tasks or production. This style is sometimes called laissez-faire

management, because the leader abdicates his or her leadership role. Exertion ofmanagement, because the leader abdicates his or her leadership role. Exertion of

minimum effort to get required work done is appropriate to sustain organizationalminimum effort to get required work done is appropriate to sustain organizational

membership.membership.

Style 1,9 management is country club management. High concern for employeesStyle 1,9 management is country club management. High concern for employees

but  low  concern  for  production.  Thoughtful  attention  to  needs  of  people  forbut  low  concern  for  production.  Thoughtful  attention  to  needs  of  people  for

satisfying relationships  leads to a comfortable  friendly organization atmospheresatisfying relationships  leads to a comfortable  friendly organization atmosphere

and work tempo. and work tempo. 

Style 9,1 management is task or authoritarian management. It shows high concernStyle 9,1 management is task or authoritarian management. It shows high concern

for  production  and  efficiency  but  low  concern  for  employees.  Efficiency  infor  production  and  efficiency  but  low  concern  for  employees.  Efficiency  in

operations results from arranging conditions of work in such a way that humanoperations results from arranging conditions of work in such a way that human

elements interfere to a minimum degree. elements interfere to a minimum degree. 

Style 5,5 is a middle-of-the-road management.  Here an intermediate amount ofStyle 5,5 is a middle-of-the-road management.  Here an intermediate amount of

concern  for  both  production  and  employee  satisfaction  exists.  Adequateconcern  for  both  production  and  employee  satisfaction  exists.  Adequate

organization performance is possible through balancing the necessity to get outorganization performance is possible through balancing the necessity to get out

work with maintaining morale of people at a satisfactory level.work with maintaining morale of people at a satisfactory level.

Style  9,9  management  is  team or  democratic  management.  It  indicates  a  highStyle  9,9  management  is  team or  democratic  management.  It  indicates  a  high

concern  for  both  production  and  employee  morale  and  satisfaction.  Workconcern  for  both  production  and  employee  morale  and  satisfaction.  Work

accomplishment is from committed people; interdependence through a ‘commonaccomplishment is from committed people; interdependence through a ‘common

stake’ in organization purpose leads to relationships of trust and respect. stake’ in organization purpose leads to relationships of trust and respect. 

5.4.2.35.4.2.3  Open System Leadership Theory: A Planning and Integrating ProcessOpen System Leadership Theory: A Planning and Integrating Process

According  to  this  theory,  organizational  leadership  (as  opposed  to  groupAccording  to  this  theory,  organizational  leadership  (as  opposed  to  group

leadership)  must  be  macro  and  micro  in  its  scope  and  extend  through  theleadership)  must  be  macro  and  micro  in  its  scope  and  extend  through  the
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organization all the way to the employees who are actually doing the jobs, which isorganization all the way to the employees who are actually doing the jobs, which is

composed  of  objectives  and  the  mission  of  the  system.  Leadership  must  alsocomposed  of  objectives  and  the  mission  of  the  system.  Leadership  must  also

extend  upward  and  outward  into  the  external  environment,  controlling  someextend  upward  and  outward  into  the  external  environment,  controlling  some

systems and being controlled by others when appropriate (Hanson, 1979).systems and being controlled by others when appropriate (Hanson, 1979).

According to this theory, leadership can be thought of as a process by which theAccording to this theory, leadership can be thought of as a process by which the

policies, people, and other resources of an organization can be integrated into apolicies, people, and other resources of an organization can be integrated into a

cohesive  and  effective  effort  to  accomplish  goal  under  the  control  of  acohesive  and  effective  effort  to  accomplish  goal  under  the  control  of  a

management team that works within a planned framework established by the chiefmanagement team that works within a planned framework established by the chief

executive.executive.

The management team is a problem-solving, program-developing leadership unit.The management team is a problem-solving, program-developing leadership unit.

Ideally,  the  member  of  the  team  possess  high  performance  work  norms  andIdeally,  the  member  of  the  team  possess  high  performance  work  norms  and

balanced  mix  of  expertise  and  skills.  The  chief  executive  builds  his/herbalanced  mix  of  expertise  and  skills.  The  chief  executive  builds  his/her

management team through training and selection. He/she is only as effective as themanagement team through training and selection. He/she is only as effective as the

management  team  he/she  builds.  The  team  members,  not  the  chief  executive,management  team  he/she  builds.  The  team  members,  not  the  chief  executive,

control  the levels  of  information  and power and exercise  leadership  in  the farcontrol  the levels  of  information  and power and exercise  leadership  in  the far

reaches of the organization (Hanson, 1979).reaches of the organization (Hanson, 1979).

5.4.2.4 Contingency Approach to the Study of Leadership5.4.2.4 Contingency Approach to the Study of Leadership

No one trait was common to all effective leaders and no one style was effective inNo one trait was common to all effective leaders and no one style was effective in

all situations. Therefore, this new approach was developed to include situationsall situations. Therefore, this new approach was developed to include situations

that influenced the effectiveness of a particular leadership style.that influenced the effectiveness of a particular leadership style.

Contingency  approach  is  the  view  that  the  management  technique  that  bestContingency  approach  is  the  view  that  the  management  technique  that  best

contributes to the attainment of organizational goals might vary in different typescontributes to the attainment of organizational goals might vary in different types

of  situations  or  circumstances.  Some  of  the  situational  factors  in  leadershipof  situations  or  circumstances.  Some  of  the  situational  factors  in  leadership

effectiveness are:effectiveness are:

a)a) the leader’s personality, past experience and future expectations. the leader’s personality, past experience and future expectations. 

Naturally a manager’s values, background, experiences and expectations affect hisNaturally a manager’s values, background, experiences and expectations affect his

or her style of leadership.or her style of leadership.

b)b) the expectations and behavior of superiors.the expectations and behavior of superiors.

c)c) subordinate’s characteristics, expectations and behaviors.subordinate’s characteristics, expectations and behaviors.
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d)d) task requirementstask requirements

Jobs that require precise instructions demand a more task-oriented style than doJobs that require precise instructions demand a more task-oriented style than do

jobs whose operating procedures can be left largely to the individual employees.jobs whose operating procedures can be left largely to the individual employees.

e)e) organizational culture and policiesorganizational culture and policies

The culture and policies of an organization shape the leader’s behavior and theThe culture and policies of an organization shape the leader’s behavior and the

expectations of subordinates. expectations of subordinates. 

f)f) peers’ expectations and behaviorpeers’ expectations and behavior

The opinions and attitudes of a manager’s peers can often affect how effectivelyThe opinions and attitudes of a manager’s peers can often affect how effectively

the manager performs; hostile colleagues may harm the manager’s reputation bythe manager performs; hostile colleagues may harm the manager’s reputation by

competing for resources and behaving uncooperatively. competing for resources and behaving uncooperatively. 

5.4.2.5 Contingency Models of Leadership5.4.2.5 Contingency Models of Leadership

a) Hersey and Blanchard’s Situational Modela) Hersey and Blanchard’s Situational Model

This model describes how leaders should adjust their leadership style in responseThis model describes how leaders should adjust their leadership style in response

to  their  subordinate’s  evolving  desire  for  achievement,  experience,  ability  andto  their  subordinate’s  evolving  desire  for  achievement,  experience,  ability  and

willingness to accept responsibility. It believes that the most effective leadershipwillingness to accept responsibility. It believes that the most effective leadership

style varies with the “maturity” of subordinates. Maturity – not as age or emotionalstyle varies with the “maturity” of subordinates. Maturity – not as age or emotional

stability  but as desire  for achievement,  willingness to  accept  responsibility  andstability  but as desire  for achievement,  willingness to  accept  responsibility  and

task-related ability and experience.task-related ability and experience.

b) Leadership Style and the Work Situation : The Fiedler Modelb) Leadership Style and the Work Situation : The Fiedler Model

 The basic assumption of this model is that it is quite difficult for managers to alter The basic assumption of this model is that it is quite difficult for managers to alter

the management styles that have helped them develop successful careers and that,the management styles that have helped them develop successful careers and that,

in fact, most managers are not very flexible. Feidler believes that trying to changein fact, most managers are not very flexible. Feidler believes that trying to change

a  manager’s  style  to  fit  unpredictable  or  fluctuating  situations  is  inefficient  ora  manager’s  style  to  fit  unpredictable  or  fluctuating  situations  is  inefficient  or

useless. Since styles are relatively inflexible, and since no one style is appropriateuseless. Since styles are relatively inflexible, and since no one style is appropriate

for every situation, effective group performance can be achieved by matching thefor every situation, effective group performance can be achieved by matching the

manager to the situation or by changing the situation to fit the manager.manager to the situation or by changing the situation to fit the manager.

Fiedler had identified three “leadership situations” that help to determine whichFiedler had identified three “leadership situations” that help to determine which

leadership style will be effective: Leader-member situation, the task structure andleadership style will be effective: Leader-member situation, the task structure and

the leader’s position power.the leader’s position power.
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i) Leader-Member Relationsi) Leader-Member Relations

The quality of the interaction between a leader and his subordinates is the mostThe quality of the interaction between a leader and his subordinates is the most

important influence on the manager’s power. If the manager gets along well withimportant influence on the manager’s power. If the manager gets along well with

the  rest  of  the  group,  if  group members  respect  the  manager  for  reasons  ofthe  rest  of  the  group,  if  group members  respect  the  manager  for  reasons  of

personality, character or ability, then the manager may not have to rely on formalpersonality, character or ability, then the manager may not have to rely on formal

rank or authority. On the other hand, a manager who is disliked or distressedrank or authority. On the other hand, a manager who is disliked or distressed

may  be  less  able  to  lead  informally  and  may  have  to  rely  on  directives  tomay  be  less  able  to  lead  informally  and  may  have  to  rely  on  directives  to

accomplish group tasks.accomplish group tasks.

ii) Task Structureii) Task Structure

This is a work situation variable that helps to determine a manager’s power. In This is a work situation variable that helps to determine a manager’s power. In 

structured tasks, managers automatically have high power; in unstructured tasks; structured tasks, managers automatically have high power; in unstructured tasks; 

the manager’s power is diminished. A highly structured task is one in which:the manager’s power is diminished. A highly structured task is one in which:

 step-by-step procedures or instructions for the task are available;step-by-step procedures or instructions for the task are available;

 group members have a very clear idea of what they are expected to do;group members have a very clear idea of what they are expected to do;

 managers have a great deal of authority;managers have a great deal of authority;

 guidelines are developed to measure worker performance; andguidelines are developed to measure worker performance; and

 managers instructions can be backed by a note book or manual.managers instructions can be backed by a note book or manual.

When tasks re unstructured as in committee meetings:When tasks re unstructured as in committee meetings:

 group member roles are more ambiguous.group member roles are more ambiguous.

 no clear guidelines on how to proceed.no clear guidelines on how to proceed.

 manager’s  power  is  diminished,  since  group  members  can  more  easilymanager’s  power  is  diminished,  since  group  members  can  more  easily

disagree with or question the manager’s instructions.disagree with or question the manager’s instructions.

iii) Position Poweriii) Position Power

This is the power that is inherent in the formal position the leader holds. ThisThis is the power that is inherent in the formal position the leader holds. This

power may be great or small depending upon the specific position. High positionpower may be great or small depending upon the specific position. High position

power simplifies leader’s task of influencing subordinates, while low positionpower simplifies leader’s task of influencing subordinates, while low position

power makes a leader’s task more difficult.power makes a leader’s task more difficult.
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c) A Path-Goal Approach to Leadershipc) A Path-Goal Approach to Leadership

This approach formulated by Martin G.Evans and Robert J.House, emphasizesThis approach formulated by Martin G.Evans and Robert J.House, emphasizes

the  leader’s  role  in  clarifying  for  subordinates  how  they  can  achieve  highthe  leader’s  role  in  clarifying  for  subordinates  how  they  can  achieve  high

performance and its associated rewards.performance and its associated rewards.

This approach is based on the expectancy model which states that an individual’sThis approach is based on the expectancy model which states that an individual’s

motivation  depends  on  his  or  her  expectation  of  reward  and  valence  ormotivation  depends  on  his  or  her  expectation  of  reward  and  valence  or

attractiveness of the reward. It focuses on the leader as a source of rewards andattractiveness of the reward. It focuses on the leader as a source of rewards and

attempts to predict how different types of rewards and different leadership stylesattempts to predict how different types of rewards and different leadership styles

affect  the  motivation,  performance  and  satisfaction  of  subordinates.  Thisaffect  the  motivation,  performance  and  satisfaction  of  subordinates.  This

approach views the leader’s ability as the most important to provide rewards andapproach views the leader’s ability as the most important to provide rewards and

clarify  what  subordinates  must  do  to  earn  them.  Leaders  determine  theclarify  what  subordinates  must  do  to  earn  them.  Leaders  determine  the

availability of “goals” (rewards) and make clear the “ paths” to be taken to reachavailability of “goals” (rewards) and make clear the “ paths” to be taken to reach

them.them.

 5.4.3 Major Principles or Guidelines of Leading/Leadership 5.4.3 Major Principles or Guidelines of Leading/Leadership

H.Koontz (1989, p. 485-489), in his book “Management” points out the following H.Koontz (1989, p. 485-489), in his book “Management” points out the following 

principles of managerial leadership.principles of managerial leadership.

a)a) Principle  of  harmony  of  objective.  The  more  managers  can  harmonize  thePrinciple  of  harmony  of  objective.  The  more  managers  can  harmonize  the

personal goals of individuals with the goals of the enterprise, the more effectivepersonal goals of individuals with the goals of the enterprise, the more effective

and efficient the enterprise will be.and efficient the enterprise will be.

b)b) Principle  of  motivation.  Since  Motivation  is  not  a  simple  cause-and-effectPrinciple  of  motivation.  Since  Motivation  is  not  a  simple  cause-and-effect

matter, the more managers carefully assess a reward structure, look upon it frommatter, the more managers carefully assess a reward structure, look upon it from

a situation and contingency point of view, and integrate it into the entire systema situation and contingency point of view, and integrate it into the entire system

of managing, the more effective a motivation program and leadership will be.of managing, the more effective a motivation program and leadership will be.

c)c) Principles of leadership. People tend to follow those who, in their view, offerPrinciples of leadership. People tend to follow those who, in their view, offer

them a means of satisfying their personal goals; therefore, the more managersthem a means of satisfying their personal goals; therefore, the more managers

understand  what  motivates  operatives,  and  the  more  they  reflect  thisunderstand  what  motivates  operatives,  and  the  more  they  reflect  this

understanding in carrying out their managerial actions, the more effective theyunderstanding in carrying out their managerial actions, the more effective they

are likely to be as leaders.are likely to be as leaders.

d)d) Principle of communication clarity. Communication tends to be clear when it isPrinciple of communication clarity. Communication tends to be clear when it is

expressed in a language and transmitted in a way that can be understood by theexpressed in a language and transmitted in a way that can be understood by the
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receiver. The responsibility of the sender is to formulate the message so that it isreceiver. The responsibility of the sender is to formulate the message so that it is

understandable to the receiver. The responsibility pertains primarily to writtenunderstandable to the receiver. The responsibility pertains primarily to written

and oral communication and points to the necessity for planning the message,and oral communication and points to the necessity for planning the message,

staffing the underlying assumptions, and applying the generally accepted rolesstaffing the underlying assumptions, and applying the generally accepted roles

for effective writing and speaking.for effective writing and speaking.

e)e) Principle of communication integrity. The greater the integrity and consistencyPrinciple of communication integrity. The greater the integrity and consistency

of written, oral and nonverbal messages, as well as of the moral behavior of theof written, oral and nonverbal messages, as well as of the moral behavior of the

sender, the greater the acceptance of the message by the receiver.sender, the greater the acceptance of the message by the receiver.

f)f) Principle of supplemental use of informal organization. Communication tends toPrinciple of supplemental use of informal organization. Communication tends to

be more effective when managers utilize the informal organization to supplementbe more effective when managers utilize the informal organization to supplement

the communication channels of the formal organization. Informal organization isthe communication channels of the formal organization. Informal organization is

a phenomenon managers must accept.  Information,  true or not, flows quicklya phenomenon managers must accept.  Information,  true or not, flows quickly

through the informal organization. Consequently, P.T.O managers should takethrough the informal organization. Consequently, P.T.O managers should take

advantage of this device to correct misinformation and to provide informationadvantage of this device to correct misinformation and to provide information

that  cannot  be  effectively  sent  or  appropriately  received  through  the  formalthat  cannot  be  effectively  sent  or  appropriately  received  through  the  formal

communication system.communication system.

5.4.4 Personal Characteristics of an Ideal Leader5.4.4 Personal Characteristics of an Ideal Leader

Leadership  is  an  intangible  art.  The  success  /effectiveness  of  leaders  can  best  beLeadership  is  an  intangible  art.  The  success  /effectiveness  of  leaders  can  best  be

judged  by  the  behavior  of  their  subordinates  not  by  what  they  profess.  Whenjudged  by  the  behavior  of  their  subordinates  not  by  what  they  profess.  When

subordinates perform well, cooperate effectively and put forth extra effort to achievesubordinates perform well, cooperate effectively and put forth extra effort to achieve

group goals, the manager is described as a good leader. When people perform badlygroup goals, the manager is described as a good leader. When people perform badly

fail to cooperate and do a minimal amount of work the manager is described as a weakfail to cooperate and do a minimal amount of work the manager is described as a weak

or ineffective leader.or ineffective leader.

“ The overall effectiveness of leadership is a function of the effectiveness of decisions“ The overall effectiveness of leadership is a function of the effectiveness of decisions

minus the cost of making the decisions plus the value realized in developing people’sminus the cost of making the decisions plus the value realized in developing people’s

abilities by means of committed decision making.” Vroom and Jago.abilities by means of committed decision making.” Vroom and Jago.

The following are personal characteristics of an ideal leaderThe following are personal characteristics of an ideal leader

a) Ability to inspire others. A leader’s charisma is his/her   personal qualities of beinga) Ability to inspire others. A leader’s charisma is his/her   personal qualities of being

attractive, extra-special and usually interesting. These qualities enable the leader toattractive, extra-special and usually interesting. These qualities enable the leader to

be acceptable by his/her followers.be acceptable by his/her followers.
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b) Ability to understand human behavior. To gain the respect and cooperation of people,b) Ability to understand human behavior. To gain the respect and cooperation of people,

it is necessary to understand them and give them the due respect.it is necessary to understand them and give them the due respect.

c) Similarity to the group. Occasionally, there is a need on the part of managers to lookc) Similarity to the group. Occasionally, there is a need on the part of managers to look

like the group when some kinds of social gathering goes on.like the group when some kinds of social gathering goes on.

d) Verbal assertiveness. An ideal leader is assertive; he/she has the ability to speak upd) Verbal assertiveness. An ideal leader is assertive; he/she has the ability to speak up

and make people understand him/her.and make people understand him/her.

  
e) Willingness to communicate honestly. In life, honesty is the best policy. This means,e) Willingness to communicate honestly. In life, honesty is the best policy. This means,

an ideal leader tells the truth; straight forwardness, fairness in conduct and speech,an ideal leader tells the truth; straight forwardness, fairness in conduct and speech,

openness and transparency are good and essential qualities.openness and transparency are good and essential qualities.

f) Ability to set up example to be followed. An ideal is diligent. He/she does not behavef) Ability to set up example to be followed. An ideal is diligent. He/she does not behave

in a manner that goes against the ethical and cultural standards of the people within a manner that goes against the ethical and cultural standards of the people with

whom he/she works.whom he/she works.

    
g) Willingness to take risks. An ideal leader is daring enough to take risks in the rightg) Willingness to take risks. An ideal leader is daring enough to take risks in the right

proportion.  It  is  this  readiness  to  take  risks  that  makes  organizational  life  moreproportion.  It  is  this  readiness  to  take  risks  that  makes  organizational  life  more

exciting.exciting.

h) Willingness to assume responsibility. An ideal leader does not shun responsibility.h) Willingness to assume responsibility. An ideal leader does not shun responsibility.

He/she knows and takes responsibility that a position entails.He/she knows and takes responsibility that a position entails.

i) Willingness to be supportive of personnel. Occasionally situations force the leader toi) Willingness to be supportive of personnel. Occasionally situations force the leader to

assume a paternalistic attitude towards personnel that are desperately in problemsassume a paternalistic attitude towards personnel that are desperately in problems

that they could not overcome without the help of the organization.that they could not overcome without the help of the organization.

j) Skill in the art of compromise. Compromising is one of the techniques of resolvingj) Skill in the art of compromise. Compromising is one of the techniques of resolving

conflicts. It is an art that requires skill. An ideal leader needs to master this art.conflicts. It is an art that requires skill. An ideal leader needs to master this art.

k) Ability to tolerate criticism. Criticisms are either constructive or destructive. AS ak) Ability to tolerate criticism. Criticisms are either constructive or destructive. AS a

leader, a manager has to be able to differentiate the two, accept the constructive, andleader, a manager has to be able to differentiate the two, accept the constructive, and

refute the destructive ones convincingly.refute the destructive ones convincingly.

                                                                                                                                                           163

   



So,  according to  the  contingency theory  of  leadership  described above,  situationalSo,  according to  the  contingency theory  of  leadership  described above,  situational

factors and certain personality  attributes or traits  interact  in determining leadershipfactors and certain personality  attributes or traits  interact  in determining leadership

effectiveness. This theory, as pointed out earlier, considers contingency variables aseffectiveness. This theory, as pointed out earlier, considers contingency variables as

those  variables  that  influence  the  relationship  between  leadership  styles  andthose  variables  that  influence  the  relationship  between  leadership  styles  and

subordinate response to those styles.subordinate response to those styles.

5.4.5 Theories of Leadership Styles5.4.5 Theories of Leadership Styles

Rensis Likert has developed a system for classifying leaders in to four based on theirRensis Likert has developed a system for classifying leaders in to four based on their

leadership style. They are:leadership style. They are:

5.4.5.1 Exploitative – Authoritative Leadership Style5.4.5.1 Exploitative – Authoritative Leadership Style

-- They are autocraticThey are autocratic

-- They do not seek the opinions of subordinatesThey do not seek the opinions of subordinates

-- They make all major decisions independentlyThey make all major decisions independently

-- They motivate through fear and punishmentThey motivate through fear and punishment

5.4.5.2 Benevolent – Authoritative Leadership Style5.4.5.2 Benevolent – Authoritative Leadership Style

-- They have a “big-daddy” approach to leadership.They have a “big-daddy” approach to leadership.

-- They  sometimes  seek  advice  from subordinates,  but  make  key  decisionsThey  sometimes  seek  advice  from subordinates,  but  make  key  decisions

themselves.themselves.

-- They use both fear and rewards to motivate.They use both fear and rewards to motivate.

-- They say to subordinates, “I will treat you all right and see that your needsThey say to subordinates, “I will treat you all right and see that your needs

are met if you play along with the system.”are met if you play along with the system.”

5.4.5.3 Consultative Leadership Style5.4.5.3 Consultative Leadership Style

-    They have considerable confidence in their subordinates.-    They have considerable confidence in their subordinates.

-- They delegate extensively.They delegate extensively.

-- They encourage subordinates to make recommendations.They encourage subordinates to make recommendations.

-- They rely on rewards more than punishment to motivate.They rely on rewards more than punishment to motivate.

5.4.5.4 Democratic Participative – Group leadership style5.4.5.4 Democratic Participative – Group leadership style

-- They intentionally  seek to involve members  of the group in decision makingThey intentionally  seek to involve members  of the group in decision making

processprocess

-- They liberally delegate authority and use rewards, not punishment to motivate.They liberally delegate authority and use rewards, not punishment to motivate.
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-- This leadership style is more effective in achieving group goals than any otherThis leadership style is more effective in achieving group goals than any other

style.style.

Other indicates a fifth category as laissez-faire style of leadership. These leaders doOther indicates a fifth category as laissez-faire style of leadership. These leaders do

not have a leadership ability and confidence.  They do not   set goals to the groupnot have a leadership ability and confidence.  They do not   set goals to the group

rather the group sets its own goal.rather the group sets its own goal.

5.4.6 Supervision as a Facilitating Tool of Leadership Activities5.4.6 Supervision as a Facilitating Tool of Leadership Activities

5.4.6.1 Meaning of Supervision5.4.6.1 Meaning of Supervision

Supervision means overseeing subordinates at work. It implies a face-to-face contactSupervision means overseeing subordinates at work. It implies a face-to-face contact

between the supervisor and those whom he/she supervises. The aim is to ensure thatbetween the supervisor and those whom he/she supervises. The aim is to ensure that

subordinates  work efficiently  and effectively  to accomplish  the tasks assigned tosubordinates  work efficiently  and effectively  to accomplish  the tasks assigned to

them. The function of supervision is universal. That is, it is performed at all levels ofthem. The function of supervision is universal. That is, it is performed at all levels of

management from top to bottom.management from top to bottom.

5.4.6.2 Qualities of a Good Supervisor5.4.6.2 Qualities of a Good Supervisor

a) Knowledge of the organization. A good supervisor knows his organization verya) Knowledge of the organization. A good supervisor knows his organization very

well.well.

b)b) Technical ability. A good supervisor knows her/his job very well.Technical ability. A good supervisor knows her/his job very well.

c)c) Ability  to  communicate  well.  A  good  supervisor  transmits  informationAbility  to  communicate  well.  A  good  supervisor  transmits  information

eloquently.eloquently.

d)d) Ability to listen. A good supervisor is an excellent listener.Ability to listen. A good supervisor is an excellent listener.

e)e) Ability to memorize. A good supervisor is not forgetful.Ability to memorize. A good supervisor is not forgetful.

f)f) Ability to secure cooperation through good leadership.Ability to secure cooperation through good leadership.

g)g) Ability to think logically. A good supervisor is reasonable.Ability to think logically. A good supervisor is reasonable.

h)h) Ability to judge people objectively. A good supervisor is fair.Ability to judge people objectively. A good supervisor is fair.

i)i) Patience and emotional stability. A good supervisor is not temperamental.Patience and emotional stability. A good supervisor is not temperamental.

j)j) Ability to instruct and inspire. A good supervisor is an excellent teacher.Ability to instruct and inspire. A good supervisor is an excellent teacher.

k)k) Ability to delegate. A good supervisor authority with others.Ability to delegate. A good supervisor authority with others.

l)l) Physical vigor. A good supervisor tries to keep physically fit and healthy.Physical vigor. A good supervisor tries to keep physically fit and healthy.

5.4.7 Leadership and Conflict Resolution/Management5.4.7 Leadership and Conflict Resolution/Management
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5.4.7.1 Definition of Conflict5.4.7.1 Definition of Conflict

A  conflict  is  an  interactive  state  manifested  in  disagreements,  differences  orA  conflict  is  an  interactive  state  manifested  in  disagreements,  differences  or

incapability  within  or  between  social  entities  (individuals,  groups  and  wholeincapability  within  or  between  social  entities  (individuals,  groups  and  whole

organization).  It  is  a  fact  of  life  that  occurs  and  a  result  of  incompatible  goalsorganization).  It  is  a  fact  of  life  that  occurs  and  a  result  of  incompatible  goals

interfering with each other as they try to attain their respective goals.interfering with each other as they try to attain their respective goals.

There are five stages of conflict.There are five stages of conflict.

Stage 1. Latent conflict-arises from competition.Stage 1. Latent conflict-arises from competition.

Stage 2. Perceived conflict-may arise due to misunderstandings of the points of viewStage 2. Perceived conflict-may arise due to misunderstandings of the points of view

of others:of others:

Stage  3.   Felt  conflict-is  a  stage  at  which  perceived  conflict  develops  into  feltStage  3.   Felt  conflict-is  a  stage  at  which  perceived  conflict  develops  into  felt

conflict creating anxieties and tensionsconflict creating anxieties and tensions

Stage 4. Manifest conflict-may take the form of any conflict behavior breakdowns ofStage 4. Manifest conflict-may take the form of any conflict behavior breakdowns of

cooperative interaction- fistfights, insults, etc.cooperative interaction- fistfights, insults, etc.

Stage 5. Conflict aftermath- results from inadequate resolution of conflict situations.Stage 5. Conflict aftermath- results from inadequate resolution of conflict situations.

If suppressed, the latent conditions for conflict will remain to flare up again at a laterIf suppressed, the latent conditions for conflict will remain to flare up again at a later

date.date.

5.4.7.25.4.7.2  Types of ConflictTypes of Conflict

a)a) Intra-personal/Intra-individual  conflict-occurs  when  a  member  of  anIntra-personal/Intra-individual  conflict-occurs  when  a  member  of  an

organization is required to perform certain tasks and roles which do not matchorganization is required to perform certain tasks and roles which do not match

his/her expertise, goals, interests and values.his/her expertise, goals, interests and values.

b)b) Inter-personal/Inter-individual conflict refers to conflict between two or moreInter-personal/Inter-individual conflict refers to conflict between two or more

organization members of the same or different hierarchical levels or merits. Itorganization members of the same or different hierarchical levels or merits. It

can  be  generated  form  disagreement  over  organization  policies,  powercan  be  generated  form  disagreement  over  organization  policies,  power

struggles, competitions, anger, distrust, fear, rejection, etc.struggles, competitions, anger, distrust, fear, rejection, etc.

c)c) Intra-group/Intra-individual  group  conflict  is  conflict  among  members  of  aIntra-group/Intra-individual  group  conflict  is  conflict  among  members  of  a

group (department) or between two or more sub-groups within a group; it maygroup (department) or between two or more sub-groups within a group; it may

also occur as a result of incompatibilities or disagreements between some or allalso occur as a result of incompatibilities or disagreements between some or all

members of a group. It can be generated from leadership styles of the heads, ormembers of a group. It can be generated from leadership styles of the heads, or

an individual violating group norms.an individual violating group norms.
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d)d) Inter-group  conflict-is  between  two  or  more  units  or  groups  within  anInter-group  conflict-is  between  two  or  more  units  or  groups  within  an

organization.  Conflicts  between  line  and  staff,  administrative  quarters,  andorganization.  Conflicts  between  line  and  staff,  administrative  quarters,  and

departments are examples.departments are examples.

Conflicts can be positives/functional (result in better ideas, innovations, etc), orConflicts can be positives/functional (result in better ideas, innovations, etc), or

negative/dysfunctional.negative/dysfunctional.

The amount of performance depends on the levels of conflicts. Low conflict resultsThe amount of performance depends on the levels of conflicts. Low conflict results

in  good  performance  while  high  conflict  results  in  anxiety,  fear  and  reducedin  good  performance  while  high  conflict  results  in  anxiety,  fear  and  reduced

performance.performance.

5.4.7.3 Methods of Conflict Resolving/Conflict Management5.4.7.3 Methods of Conflict Resolving/Conflict Management

Depending on whether the conflict is functional or dysfunctional, one can stimulate orDepending on whether the conflict is functional or dysfunctional, one can stimulate or

resolve it.resolve it.

The following are five methods of resolving conflicts.The following are five methods of resolving conflicts.

a)a) Dominating or compelling. This approach depends on forcing behavior to winDominating or compelling. This approach depends on forcing behavior to win

one’s position.one’s position.

b)b) Smoothing or obliging refers to the tendency to minimize or suppress the openSmoothing or obliging refers to the tendency to minimize or suppress the open

recognition  of  real  or  perceived  differences  while  emphasizing  commonrecognition  of  real  or  perceived  differences  while  emphasizing  common

interests.interests.

c)c) Compromising refers to the tendency to sacrifice one’s own position by seekingCompromising refers to the tendency to sacrifice one’s own position by seeking

a middle ground by splitting the differences in conflict  situations. This is thea middle ground by splitting the differences in conflict  situations. This is the

most widely used technique.most widely used technique.

d)d) Integrating involves openness in exchange of information, and examination ofIntegrating involves openness in exchange of information, and examination of

differences to reach a solution that is acceptable to both parties.differences to reach a solution that is acceptable to both parties.

e)e) Avoiding or flight is withdrawing, by-passing, and side-stepping. This is at theAvoiding or flight is withdrawing, by-passing, and side-stepping. This is at the

other extreme of dominance.other extreme of dominance.

Conflict  resolution must be handled just  like a problem-solving process. UNESCOConflict  resolution must be handled just  like a problem-solving process. UNESCO

suggests the following scientific steps.suggests the following scientific steps.

 Recognize the existence of the problem;Recognize the existence of the problem;

 Establish a hypothetical solution(s);Establish a hypothetical solution(s);
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 Select the hypothesis and assess its feasibility;Select the hypothesis and assess its feasibility;

 Select the optimal (best) solution; andSelect the optimal (best) solution; and

 Check and make adjustment if necessary.Check and make adjustment if necessary.

The manager can be an initiator, a defendant, and a mediator or conciliator in conflictThe manager can be an initiator, a defendant, and a mediator or conciliator in conflict

situations.situations.

As a  conflict  initiators,  he develops  and employs  mechanism for  the discovery ofAs a  conflict  initiators,  he develops  and employs  mechanism for  the discovery of

conflict  of  interests  expressed  through  grievances,  work  procedures,  directconflict  of  interests  expressed  through  grievances,  work  procedures,  direct

observations, suggestion boxes, open door policy, personnel counselors, etc.observations, suggestion boxes, open door policy, personnel counselors, etc.

As a conflict defendant, the manager uses his authority to dominate conflict situationsAs a conflict defendant, the manager uses his authority to dominate conflict situations

because  others  defer  to  the  forcefulness  or  magnetism of  his  personality;  he  alsobecause  others  defer  to  the  forcefulness  or  magnetism of  his  personality;  he  also

dominates by arranging facts for compelling arguments.dominates by arranging facts for compelling arguments.

As a conflict mediator or conciliator, the manager can use a preventive-maintenanceAs a conflict mediator or conciliator, the manager can use a preventive-maintenance

approach,  which  involves designing and structuring the organization  in  ways thatapproach,  which  involves designing and structuring the organization  in  ways that

lessen the potential  for destructive conflict;  or he can use a fire-fighting approach,lessen the potential  for destructive conflict;  or he can use a fire-fighting approach,

which involves coping with problems as they develop.which involves coping with problems as they develop.

The ideal resolution to a conflict is to remove its source or to help the participantsThe ideal resolution to a conflict is to remove its source or to help the participants

reach a mutually satisfying solution.reach a mutually satisfying solution.

5.4.7.4 Check your progress question5.4.7.4 Check your progress question

a) Define the following:a) Define the following:

i) Leadershipi) Leadership

ii) Supervisionii) Supervision

iii) Conflictiii) Conflict

b) Identify the principles of leadership and briefly discuss them.b) Identify the principles of leadership and briefly discuss them.

c) Identify the different leadership theories and approaches and briefly explain them.c) Identify the different leadership theories and approaches and briefly explain them.

d)  Compare  and  contrast  the  different  leadership  approaches  and   theories  ofd)  Compare  and  contrast  the  different  leadership  approaches  and   theories  of

leadership.leadership.

e) Identify the qualities of a good supervisore) Identify the qualities of a good supervisor

f) Identify the personal characteristics of an ideal leaderf) Identify the personal characteristics of an ideal leader
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g) Identify the methods of conflict management methods and discuss them briefly.g) Identify the methods of conflict management methods and discuss them briefly.

h) What are organizational conflicts?h) What are organizational conflicts?

i) What are the different stages of conflicts?i) What are the different stages of conflicts?

5.5.Communication5.5.Communication

5.5.1 Definition5.5.1 Definition

There is no agreeable single definition for communication but a number of scholarsThere is no agreeable single definition for communication but a number of scholars

define it in the following manner.define it in the following manner.

-- Communication is effective self-expression.Communication is effective self-expression.

-- Communication is the exchange of messages in writing, speaking or images.Communication is the exchange of messages in writing, speaking or images.

-- Communication  is  sharing  information  of  providing  entertainment  throughCommunication  is  sharing  information  of  providing  entertainment  through

works or speech or other methods.works or speech or other methods.

-- Communication  is  the  exchange  of  meanings  between  individuals  using  aCommunication  is  the  exchange  of  meanings  between  individuals  using  a

common symbol system.common symbol system.

-- Communication  is  the  process  whereby  one  person  transmits  a  messageCommunication  is  the  process  whereby  one  person  transmits  a  message

through a channel to another person, with some effect.through a channel to another person, with some effect.

-- Communication is an intercourse by words, letters, symbols or messages and isCommunication is an intercourse by words, letters, symbols or messages and is

a way that one organization member shares meaning and understanding witha way that one organization member shares meaning and understanding with

another.” Koontz and O’Donnell.another.” Koontz and O’Donnell.

-- To communicate means to make known, to impart or to transmit information.To communicate means to make known, to impart or to transmit information.

Each  definition  has  elements  of  truth  or  utility,  but  no  one  of  them  is  complete.Each  definition  has  elements  of  truth  or  utility,  but  no  one  of  them  is  complete.

Managers,  rarely,  spend  their  time  alone  at  their  desks  thinking,  planning  orManagers,  rarely,  spend  their  time  alone  at  their  desks  thinking,  planning  or

contemplating  alternatives.  Infact  managerial  time  is  spent  largely  in  face-to-facecontemplating  alternatives.  Infact  managerial  time  is  spent  largely  in  face-to-face

electronic or telephone communication with subordinates, peers, supervisors, supplierselectronic or telephone communication with subordinates, peers, supervisors, suppliers

or  customers.  They  transmit  and  receive  ideas,  reports,  data  and  other  forms  ofor  customers.  They  transmit  and  receive  ideas,  reports,  data  and  other  forms  of

information  needed  to  make  an  enterprise  function.  The  success  achieved  by  aninformation  needed  to  make  an  enterprise  function.  The  success  achieved  by  an

organization reflects the effectiveness of its communication.organization reflects the effectiveness of its communication.

5.5.2 Elements in the Communication Process5.5.2 Elements in the Communication Process

Communication can be thought of as a process involving five elements.Communication can be thought of as a process involving five elements.

a)a) The message sender is the person who sends the message.The message sender is the person who sends the message.
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b)b) The message is the information.The message is the information.

c)c) The encoder is the person who feeds the message in the message vehicle.The encoder is the person who feeds the message in the message vehicle.

d)d) The message vehicle  is  the means by which the message is  transmitted.  TheThe message vehicle  is  the means by which the message is  transmitted.  The

vehicle may be:vehicle may be:

i)  Face-to-face.  This  includes  one-to-one  contact  personally  in  discussion  or  severali)  Face-to-face.  This  includes  one-to-one  contact  personally  in  discussion  or  several

people in discussion, committee meetings, etc.people in discussion, committee meetings, etc.

ii) Written Statements. Which may include memos, status reports, recommendations, taxii) Written Statements. Which may include memos, status reports, recommendations, tax

reports, letters, etc.reports, letters, etc.

iii) Advertisement. Which may include radio, television, newspaper, magazine, billboardiii) Advertisement. Which may include radio, television, newspaper, magazine, billboard

direct mail etc.direct mail etc.

iv) Telephone telegraph, e-mail, faxiv) Telephone telegraph, e-mail, fax

Factors used to determine the message vehicle are:Factors used to determine the message vehicle are:

-- Urgency – telephone call or personal visit, not a letter.Urgency – telephone call or personal visit, not a letter.

-- Importance – fax instead of a telephone to have a record.Importance – fax instead of a telephone to have a record.

-- Delicacy of the message – if the message is sensitive, face-to-face conversationDelicacy of the message – if the message is sensitive, face-to-face conversation

than sending memo or a letter is better.than sending memo or a letter is better.

-- Cost Considerations Cost Considerations 

-- When the message is intended for a large number of people.When the message is intended for a large number of people.

-- a news item or an advertisement instead of telephone calls, telegramsa news item or an advertisement instead of telephone calls, telegrams

or personal letters.or personal letters.

-- Future reference to informationFuture reference to information

If the message may need to be referred to later:If the message may need to be referred to later:

-- a written vehicle (letter, memo, report, and so on) ora written vehicle (letter, memo, report, and so on) or

-- a tape recording is best.a tape recording is best.

e)e) The decoder is the person who interprets the message from the message-vehicle.The decoder is the person who interprets the message from the message-vehicle.

f)f) The message recover is any one the message sender wants to influence or inform.The message recover is any one the message sender wants to influence or inform.

g)g) The message feedback is the reversal of the communication process that occurs whenThe message feedback is the reversal of the communication process that occurs when

the receiver expresses his or her reaction to the senders message.the receiver expresses his or her reaction to the senders message.

                                                                                                                                                           170

   



h)   Noiseh)   Noise - -Anything that confuses, disturbs, diminishes or interferes with communication.Anything that confuses, disturbs, diminishes or interferes with communication.

It may occur at any stage of communication and it can be internal or external.It may occur at any stage of communication and it can be internal or external.

For communication to be effective, the message must be as brief and simple as possible.For communication to be effective, the message must be as brief and simple as possible.

5.5.3 Types of Communication5.5.3 Types of Communication

Communication may beCommunication may be

-One way or two-way-One way or two-way

-Formal or informal-Formal or informal

-Vertical or Horizontal or diagonal-Vertical or Horizontal or diagonal

5.5.3.1 One way communication5.5.3.1 One way communication

Any communication from the sender without expecting or getting feedback from theAny communication from the sender without expecting or getting feedback from the

receiver. Example, policy statements from top managers.receiver. Example, policy statements from top managers.

5.5.3.2 Two way communication5.5.3.2 Two way communication

Any communication that occurs or exists when the receiver provides feedback to theAny communication that occurs or exists when the receiver provides feedback to the

sender. Example, making a suggestion to a subordinate and receiving a question orsender. Example, making a suggestion to a subordinate and receiving a question or

counter suggestion.counter suggestion.

5.5.3.3  Formal  communication5.5.3.3  Formal  communication is  inherent  to  organizational  communication  and  it is  inherent  to  organizational  communication  and  it

might be vertical (downward, upward) or horizontal. It follows formal channels in anmight be vertical (downward, upward) or horizontal. It follows formal channels in an

organization and maintains the hierarchy of authority and chain of command.organization and maintains the hierarchy of authority and chain of command.

Downward  communication  starts  with  top  management  and  flows  down  throughDownward  communication  starts  with  top  management  and  flows  down  through

management levels to line workers and non supervisory personnel. Its major purposesmanagement levels to line workers and non supervisory personnel. Its major purposes

are  to  advise,  inform,  direct,  instruct  and  evaluate  subordinates  and  to  provideare  to  advise,  inform,  direct,  instruct  and  evaluate  subordinates  and  to  provide

organization members with information about organizational goals and objectives.organization members with information about organizational goals and objectives.

a) Upward communicationa) Upward communication is the transmission of information formally from the lower is the transmission of information formally from the lower

levels of the organization to the top. Its main function is to supply information to thelevels of the organization to the top. Its main function is to supply information to the

upper levels about what is happening at the lower levels. It includes progress reports,upper levels about what is happening at the lower levels. It includes progress reports,

suggestions, explanations, and requests for aid or decisions.suggestions, explanations, and requests for aid or decisions.
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b) Lateral/Horizontal Communication b) Lateral/Horizontal Communication 

This is a type of formal communication between people at different units having theThis is a type of formal communication between people at different units having the

same status in an organizational structure. It is communication between and amongsame status in an organizational structure. It is communication between and among

members of work group, different departments, one work group and another, line andmembers of work group, different departments, one work group and another, line and

staff. Its main purpose is to provide a direct channel for organizational coordinationstaff. Its main purpose is to provide a direct channel for organizational coordination

and problem solving. It helps to avoid a much slower procedure of communicationsand problem solving. It helps to avoid a much slower procedure of communications

through  a  common  superior.  It  also  enables  organization  members  to  formthrough  a  common  superior.  It  also  enables  organization  members  to  form

relationships with their peers.relationships with their peers.

5.5.3.4 Informal Communication 5.5.3.4 Informal Communication is the grapevine. Grapevines are developed within anis the grapevine. Grapevines are developed within an

organization as a result of common hobbies, hometowns, lunch or tea breaks, familyorganization as a result of common hobbies, hometowns, lunch or tea breaks, family

ties, and social relationships among employees. The grapevine in an organization isties, and social relationships among employees. The grapevine in an organization is

made up of several informal communication networks that overlap and intersect at amade up of several informal communication networks that overlap and intersect at a

number of points. It disregards rank and authority and may link organization membersnumber of points. It disregards rank and authority and may link organization members

in any combination of directions-horizontal, vertical and diagonal.in any combination of directions-horizontal, vertical and diagonal.

5.5.4 Barriers to Effective Communication5.5.4 Barriers to Effective Communication

Any factor that impels the exchange of information between a sender and receiver is aAny factor that impels the exchange of information between a sender and receiver is a

barrier to communication,barrier to communication,

The following are some of the most common barriers of effective communication:The following are some of the most common barriers of effective communication:

a)a) Differing  perceptions:-Individual  variation  is  one  common  source  ofDiffering  perceptions:-Individual  variation  is  one  common  source  of

communication  barriers.  People  who have different  backgrounds  of  knowledgecommunication  barriers.  People  who have different  backgrounds  of  knowledge

and experience often perceive the same phenomenon from different perspectives.and experience often perceive the same phenomenon from different perspectives.

b)b) Language differences: - For a message to be properly communicated, the wordsLanguage differences: - For a message to be properly communicated, the words

used must mean the same thing to the sender and the receiver. The same symbolicused must mean the same thing to the sender and the receiver. The same symbolic

meaning must be shared. Jargons must be avoided.meaning must be shared. Jargons must be avoided.

c)c) Noise:  -  Any  factor  that  disturbs  confuses  or  otherwise  interferes  withNoise:  -  Any  factor  that  disturbs  confuses  or  otherwise  interferes  with

communication. Noise leads to information distortion.communication. Noise leads to information distortion.
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d)d) Emotionality:  -  Emotional  reactions  such  as  Unger,  love,  defensiveness,  hate,Emotionality:  -  Emotional  reactions  such  as  Unger,  love,  defensiveness,  hate,

jealousy, fear, and embarrassment influence how we understand others messagesjealousy, fear, and embarrassment influence how we understand others messages

and how we influence others with our own messages.and how we influence others with our own messages.

e)e) Inconsistent Verbal and Nonverbal CommunicationInconsistent Verbal and Nonverbal Communication

     The message we send and receive are strongly influenced by such nonverbal factors     The message we send and receive are strongly influenced by such nonverbal factors

as body movements, clothing, the distance we stand from the person we are takingas body movements, clothing, the distance we stand from the person we are taking

to, our posture, gestures, facial expression, eye movement and body contact.to, our posture, gestures, facial expression, eye movement and body contact.

f)f)  Distrust:  The  credibility  of  a  message  is  to  a  large  extent  a  function  of  the Distrust:  The  credibility  of  a  message  is  to  a  large  extent  a  function  of  the

credibility of the sender in the mind of the receiver. A sender’s credibility is incredibility of the sender in the mind of the receiver. A sender’s credibility is in

turn determined by a variety of factors.turn determined by a variety of factors.

g)g) Filtering: - Is the act of interpreting information only having better conditions.Filtering: - Is the act of interpreting information only having better conditions.

5.5.5 Overcoming Barriers to Communication5.5.5 Overcoming Barriers to Communication

Overcoming  barriers  is  a  two-step  process.  First  one  must  learn  to  recognize  theOvercoming  barriers  is  a  two-step  process.  First  one  must  learn  to  recognize  the

various types of barriers that can occur. Second, one must act to overcome the barriers.various types of barriers that can occur. Second, one must act to overcome the barriers.

a) Overcoming differing perceptionsa) Overcoming differing perceptions

The message should be explained so that it can be understood by those with differentThe message should be explained so that it can be understood by those with different

views and experiences.views and experiences.

b) Overcoming differences in languageb) Overcoming differences in language

The meanings  of  unconventional  or  technical  terms  should  be  explained;  single,The meanings  of  unconventional  or  technical  terms  should  be  explained;  single,

direct and natural language should be used.direct and natural language should be used.

c) Overcoming noisec) Overcoming noise

Noise is best dealt with by eliminating it. As a whole it is good to avoid distractingNoise is best dealt with by eliminating it. As a whole it is good to avoid distracting

environments. When noise is unavoidable, increase the clarity and strength of theenvironments. When noise is unavoidable, increase the clarity and strength of the

message.message.

d) Overcoming emotionalityd) Overcoming emotionality
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Before a crisis, try to understand your subordinate’s emotional reactions and prepareBefore a crisis, try to understand your subordinate’s emotional reactions and prepare

yourself  to deal with receivers.  Also think about your own moods and how theyyourself  to deal with receivers.  Also think about your own moods and how they

influence others.influence others.

e) Overcoming inconsistent verbal and nonverbal communicatione) Overcoming inconsistent verbal and nonverbal communication

Gestures,  clothes,  posture,  facial  expression  and  other  powerful  nonverbalGestures,  clothes,  posture,  facial  expression  and  other  powerful  nonverbal

communications should agree with the message.communications should agree with the message.

f) Overcoming distrustf) Overcoming distrust

Overcoming distrust is to a large extent the process of creating trust.Overcoming distrust is to a large extent the process of creating trust.

g) Redundancyg) Redundancy

Being redundant purposefully might be necessary. Repeating or restating a messageBeing redundant purposefully might be necessary. Repeating or restating a message

ensures its perception or reinforces its impact.ensures its perception or reinforces its impact.

5.5.65.5.6  Characteristics of CommunicationCharacteristics of Communication

The following are some of the characteristics of communicationThe following are some of the characteristics of communication

a)a) Communication is a process.Communication is a process.

b)b) Communication  is  symbolic-gestures,  sounds,  letters,  numbers  and  wordsCommunication  is  symbolic-gestures,  sounds,  letters,  numbers  and  words

represent an idea meant to communicate.represent an idea meant to communicate.

c)c)  Communication is contextual-the meaning may vary depending on contexts Communication is contextual-the meaning may vary depending on contexts

d)d) Communication  is  purposive-  it  is  done  to  share  meaning,  to  impartCommunication  is  purposive-  it  is  done  to  share  meaning,  to  impart

information or influence.information or influence.

e)e) Communication is two wayCommunication is two way

f)f) Communication involves people.Communication involves people.

5.5.7 Models of Communication5.5.7 Models of Communication

a) Aristotle’s Modela) Aristotle’s Model

This is the earliest model which is the foundation of speech communication as aThis is the earliest model which is the foundation of speech communication as a

discipline. Aristotle tried to understand what constituted effective public speaking ordiscipline. Aristotle tried to understand what constituted effective public speaking or

oratory. The variables are the speaker, the message and audience. The figure beloworatory. The variables are the speaker, the message and audience. The figure below

shows these variables. shows these variables. 

Audience/ReaderAudience/Reader
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                         Speaker/Author       Form/Content     Speaker/Author       Form/Content

                       

b) David Berlo’s Modelb) David Berlo’s Model

This  is  one  of  the  simplest  and  most  urgent  contemporary  models  ofThis  is  one  of  the  simplest  and  most  urgent  contemporary  models  of

communications. It is commonly referred to as the  communications. It is commonly referred to as the  SMCRSMCR  model. This stands for model. This stands for

source –Message–Channel–Receiver.source –Message–Channel–Receiver.

Six basic constituents:Six basic constituents:

i) the sourcei) the source

ii)ii) the encoderthe encoder

iii)iii) the messagethe message

iv) the channeliv) the channel

v) the decoderv) the decoder

vi) the receivervi) the receiver

In a face-to-face communication (i) and (ii) and (v) and (vi) are the same.In a face-to-face communication (i) and (ii) and (v) and (vi) are the same.

c) Shammon and Weaner’s Modelc) Shammon and Weaner’s Model

      Information      Information

      Source      Source   Transmitter  Transmitter      Receiver     Receiver      Destination     Destination

                                    
    

MessageMessage SignalSignal ReceivedReceived

                Signal                Signal

  Noise SourceNoise Source

                                                                                                                              

This model introduced new concepts to communication This model introduced new concepts to communication 

i)    Noise – is anything in the channel (or medium) that interferes with the message.i)    Noise – is anything in the channel (or medium) that interferes with the message.
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ii)ii) Bits or binary digits are the information a channel could carry in a given period ofBits or binary digits are the information a channel could carry in a given period of

time and noise’s adverse effects on the information flow.time and noise’s adverse effects on the information flow.

iii)iii) Channel noise is the interference which exists in the medium of communication.Channel noise is the interference which exists in the medium of communication.

iv)iv) Semantic noise is when we do not exactly share the communication context and Semantic noise is when we do not exactly share the communication context and 

the messages are noisy.the messages are noisy.

v)v) Entropy is the unpredictability that contains more information.Entropy is the unpredictability that contains more information.

vi)vi) Redundancy is the predictability that contains less information.Redundancy is the predictability that contains less information.

d) Gerbne’s Modeld) Gerbne’s Model

    Source                      Transmitter                               Receiver               Destination    Source                      Transmitter                               Receiver               Destination

    

                                                 Signal               Signal                                                 Signal               Signal

                        Message                                    Received          Message Received                          Message                                    Received          Message Received  

e) Lasswell’s Modele) Lasswell’s Model

Lasswell concluded that a useful way to describe communication was to ask the followingLasswell concluded that a useful way to describe communication was to ask the following

about communication:about communication:

i)   Who?i)   Who?

ii)ii) Says what?Says what?

iii) In which channel?iii) In which channel?

iv)iv) To whom?To whom?

v)v) With what effect?With what effect?

f) Defluer’s Modelf) Defluer’s Model
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5.5.8 Check your progress questions5.5.8 Check your progress questions

a) Define communicationa) Define communication

b) What are the important elements of the communication process?b) What are the important elements of the communication process?

c)c) What are the different types of communication?What are the different types of communication?

  Define each type of communication.  Define each type of communication.

d)d) Identify the common barriers of communication and briefly explain the methods of Identify the common barriers of communication and briefly explain the methods of 

overcoming these barriers.overcoming these barriers.

e)e) What are the characteristics of communication?What are the characteristics of communication?
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