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SYLLABUS

Master of Business Administration (M.B.A.)

IV SEMESTER

COURSE : HRM-02

HRM-02 : ADVANCED INDUSTRIAL PSYCHOLOGY

This course has been designed to provide certain deep insights into certain concepts of industrial

Psychology At least one question from each part is to be attempted by the student in the examination.

Unit-1

Introduction-Industrial Psychology concept, Development of Industrial Psychology, Scope of industrial

Psychology Major Problems of Industrial Psychology. Psychological Tests : Characteristics of Psychological

Tests, Types of Tests, Importance and Limit in of Psychological Tests.

Unit-II

Attitude and Human Engineering : Meaning, Components of attitudes, attitudes measurement and

change, cognitive dissonance theory; measurement the A-B relationship. Human Engineering—work study,

time study, motion study, job enlargement, job enrichment. Total Quality Management. Total Quality People.

Unit-III

Learning & Development-Definition, theories; classical conditioning operant conditioning, conditions

of learning development process.

Unit-IV

Personality and Interpersonal Relationship-Meaning, theories of personality. Interpersonal Relationships

and group dynamics. Determinants of interpersonal relationships, management of interpersonal relationships,

group dynamics formal, informal groups, group decision-making, group think & group shift.

Unit-V

Fatigue, Monotomy, Bordom Safety, Accidents, Organizational stress major cause, major effects and

coping with stress, work and equipment design, working conditions.

Readings

• M.L. Blum and J.C. Naylor, Industrial Psychology, 1984, GBS publishers, Delhi.

• E.J. Me Cormic and llgen, Industrial Psychology 1984-PHI New Delhi.

• Drench, Thierry, Williams and Wolf: handbook of Work an organizational Psychology, Vo!. I and II

1984.

• Robert C. Beck, Applying Psychology, understanding people; PHI, 1982.

• Major, Psychology in Industry, Oxford &IBH.

• Edger Scheme Organisational psychology, PHI, New Delhi.
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1.0 INTRODUCTION:

Industrial psychology is one of the most active and prosperous branches of modern psychological

science. In most of the industrial institutions and government agencies in USA and also in Europe it is very

common to find industrial psychologists working along with the other people. Industrial psychology as the

name indicates, is that branch of psychology which studies human behaviour under industrial circumstances.

Psychology is a normative science of behaviour which can be observed in the social, economic, educational

and other spheres. It is not merely a theoretical science for it not only enunciates general laws concerning

human behaviour but also tries to improve human life by applying these principles. Like other science, it also

has two aspects, i.e. theoretical and practical. Industrial psychology is naturally a branch of practical psychology

because it is fundamentally a study evolved for the improvement of human relations in the industrial sphere.

The present lesson is an insight in to the concept, development, scope and major problems of industrial

psychology.

1.1 Learning Objectives

After reading this lesson, the student will be able to understand:

(i) Meaning of Industrial Psychology;

(ii) Concept of Industrial Psychology;

(iii) Development of Industrial Psychology;

(iv) Scope of Industrial Psychology; and

(v) Major problems of Industrial Psychology.

1.2 CONTENTS:

1.2.1 Meaning of industrial Psychology:

Industrial Psychology has been defined as the application and extension of psychological facts and

principles to the problems concerned with human beings working or operating in industrial, business, service

and research organisations. It is that branch of psychology which studies the human behaviour under industrial

circumstances. It is the study of principles governing behaviour in the industrial field and to undertake research.

It is a branch of practical psychology because it is fundamentally a study evolved for the improvement of

human relations in the industrial sphere. It is the application of psychological facts and principles to the

problems concerning human relations in business and industry. Thus it can be said that industrial psychology

is that branch of psychology which studies human behaviour under business and industrial conditions, and in

which research carried on concerning the behavioural problems that arise in an industrial environment. It

must be kept in mind that the study of behaviour covers both external behaviour and internal behaviour.

Industrial psychology has its own discipline, in the sense, it recognises that all its facts should be gathered by

scientific procedures and all its conclusions must be verifiable and not more guesses or theories that have no

basis in reality.

1.2.2 Concepts of Industrial Psychology:

The industrial psychology is the application of psychological principles and facts to the behaviour of

the people at work in industry and business. This leads us to the consideration of some basic psychological

concepts before considering their applications in industrial psychology. It may be stated that psychology itself

is a complex science and unless one has some sound knowledge of its basic concepts it is rather difficult to

understand their applications in industry. The basic concepts of psychology which are relevant to industrial

psychology are as under:
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1.2.2.1Causation of behaviour:

In industrial situations, many such behaviours like absenteeism among workers, low figures of product,

or a poorly running sales department or industrial tensions which often erupt in strikes or lockouts; are

investigated with a view to determining the underlying stimulating conditions or causes or antecedent conditions.

The point to note is that by understanding the causation of the behaviour of individuals of groups, we are to an

extent able to predict, change or control their behaviour or shape it in a desirable directions.

1.2.2.2 Individual differences:

The second basic fact on which industrial psychology is based is known as individual differences

among people. These differences both in physical and psychological characteristics of the individuals forms

the very basis of industrial psychology. The assignment of right position to a person is based on these

characteristics. The study and measurement of some important functions of psychologists, in industry-functions

such as selection, placement, promotions, demotions, transfers etc. The basic aspects in individuals may vary

includes, physical characteristics, intelligence, interest, personality characteristics.

1.2.2.3 Learning:

The study of learning acquires a central place in psychology. It is such an extensive subject that for

many it is synonymous with the study of psychology. It is presumed that in industrial psychology a psychologist

knows well the concept of learning and the principles that govern the acquisition of learning. It is a key

concept in psychology because humans are constantly learning- some time deliberately and sometimes without

knowing. It is a central explanatory concept. This includes difference in perception.

1.2.2.4 Attitudes:

It is also an important concept in industrial psychology as it is used to explain various forms of

industrial behaviour. It is complex concept in that several kinds of behaviour like beliefs, opinions, stereotypes,

prejudices are closely connected with attitudes.

1.2.3 Development of Industrial Psychology

The development of psychology as a science began particularly in the nineteenth century but by the

twentieth century its scope had been extended so much that independent branches of it emerged soon after.

Psychological studies in the sphere of industry became important enough to be constituted as an independent

branch called Industrial Psychology. Hence the development of industrial psychology should be said to begin

in the twentieth century. Even before twentieth century certain researches were carried out, which could be

useful for industrial psychology.

The development of industrial psychology in USA began in 1917 when it entered the arena of war,

and established a society for the purpose of administering psychological tests for people joining the armed

forces. These tests were used on a large scale for recruitment to the armed forces and as a result, research

in industrial psychology was encouraged and literature started growing rapidly.

H.L. Hoilingworth, A.T. Poffenberger and A.K. Kornhauser did valuable researchwork in industrial

psychology between 1916 and 1918. In 1919 H.C. Link wrote a Hook Employment Psychology on the

psychology of employees. It included information on professional training, the prevention of accidents, analysis

of work methods and means of removing indifference to work, and other industrial problems. W.V. Bingham

started the publication of a journal of Personnel Research connected with the working class in 1922. Various

books were published on this subject by different researchers in USA. The industrial psychology was developed

in England by two institutions, namely, Industrial Health Research Board and National Institute of Industrial
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Psychology. The Industrial Health Research Board was established to determine the means of increasing

production, improving the efficiency of the workers and overcoming fatigue etc. It conducted various important

and beneficial researches on the psychological aspects of health of workers, house of work, physical conditions,

wages, promotions and transfer etc.. National Institute of Industrial Psychology was established in 1922 to do

considerable work in different spheres of industrial psychology. Most of the European countries also fell in

step with the leaders and encouraged research in Industrial Psychology. Many institutes for this work were

established in Holland, Belgium, Poland, Italy, Spain, Austria and other countries; The International Congress

of Applied Psychology was established in Geneva, Switzerland. It conducted, important research in vocational

guidance and selection of personnel, various conferences were held on this subject and European Nations

took keen interest in research into various aspects of industrial psychology.

Interest was taken in Industrial Psychology in India only after independence. India have a long

tradition in industrial psychological training and research. However, it must be admitted that it has yet to take

deep roots in our industry where it really belongs. Firstly the papers on industrial psychology were read at the

Indian Science Congress held at Mumbai in 1934. Industrial Psychology was only a subject of academic

interest in India for quite a long time but with rapid strides in industrialization in the post-independence period,

there has been great spurt in research in this sub-field both in our universities and their departments of

psychology and in many government and private industrial organisations. Most of the areas on which research

has been undertaken includes vocational choice, guidance, selection, job satisfaction and other related problems,

like accidents, consumer psychology, job analysis and engineering psychology. During the last decade there

has been a growing appreciation and understanding the role of industrial psychologist, at least among the

highly organised mass-scale industry. Most of the young educated industrialists are now trying to use

psychological principles insuch spheres. However, more development is needed in Industrial Psychology in

India.

1.2.4 Scope of Industrial Psychology:

The applications of psychological principles to the people working in business and industry over a

long period, make it easier now to understand the scope of typical activates of Industrial Psychologists

working in Industry. Harrell has laid stress on following things while pointing out the scope of industrial

psychology.

1. Industrial psychology is concerned with the physical aspect of the environment of work, i.e., the

effect of light and temperature on work and safely.

2. It is primarily a study of the principles and behaviour of human relationship.

3. It is a study of causes that lead to indifference and disinterest and motives and attitudes that influence

zeal and high morale.

4. It is a study of the methods by which neurotic people can be brought back to a level of normal mental

health.

5. It is study of relationship between supervisor and subordinates and factors that create cooperation

between labourers and management.

Me Collom also compiled one such list after interviewing many psychologists working in American Industry.

• Personnel Selection

• Personnel Development

• Human Engineering
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• Productivity Study

• Management

• Accident Prevention and safety measures

• Labour Relations

It is clear from above exposition that industrial psychology studies the physical environment, principles

of human relationships and factors which lead to and maintain mental health and bases of high morale. Hence

the scope of industrial psychology is as under:

1.2.4.1 Economic, social and psychological aspects of industry:

Industrial psychology is concerned with human behaviour in the entire industrial environment. So, it

studies the economic, social and psychological aspects of human behaviour. It also study the various factors

which influence the psychology of workers.

1.2.4.2 Study of physical aspect of works environment:

The worker is greatly influenced by the conditions under which he works in an industry. It working

conditions are of his likes he feels satisfied and remains healthy but if the conditions are not good he becomes

dissatisfied. Working conditions include various factors like clean air and water, arrangement for necessary

rest, less noise, clean atmosphere, sufficient light etc.. In all these, the guidance of psychologist can prove to

be of immense use. It has been seen in experiments that, if colour scheme of the environment is good, there

are fewer accidents and the atmosphere remains good. It can be said that industrial psychology studies the

physical working conditions in industrial environment.

1.2.4.3 Principles of human relationships:

Despite of the automation introduced in industries, the human element cannot be eliminated. Even

the biggest and the most efficient machine needs an engineer to run it, and because the engineer is a human

being, the importance of the psychological element in the running of the factory cannot be denied. The

efficiency of the man will depend very much upon the nature of his relations with the management. Previously

most of the industrialists behaved like autocrats and considered workers as nothing more than tools. But the

level of efficiency was low at that time. The industrialists who do not have cordial relations with workers

cannot go for a long. Industrial psychology tries to study the behaviour and to discover principles for improving

human relationships in an industrial environment. It helps to solve the problems too.

1.2.4.4 Study of attitudes and motives:

The human behavior is influenced and formed by the attitudes and motives in the industrial environment.

Behavior changes with the change in stimuli. So, it is essential to study the rules pertaining to correct attitudes

and motives. Hawthorne studies is an example of this in which the effect of the attitudes of workers upon

production was studied.

1.2.4.5 Study of principles of mental health:

In the present scenario, all intelligent people realize the importance of maintaining the proper health

of workers. The workers mental health is profoundly influenced by the conditions under which he works and

the attitude of other people towards him. Industrial psychology studies the factors influencing mental health

of workers and tries to find the principles which will be helpful for maintaining their mental health. It also give

suggestions for improving the mental health of those workers who are suffering from mental disease or are

otherwise unbalanced.
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1.2.4.6 Study of human relations:

Industrial psychology is the study of human behaviour in industrial environment. The physical conditions

have great influence on the human behaviour. The manner in which manager or supervisor behaves with

workers has direct influence upon the efficiency, attitudes and motives of the workers. Some of the employees

try to spread maladjustments among workers for personal reasons, which is also a problem of human relations.

Industrial psychology is concerned with study of human relations and to discover the principles which can

help in improving social relations between the workers and management.

Hence, it can be said that all industrial situations are within the scope of industrial psychology and the

scope of industrial psychology expands with expansion of the sphere of industrial activity.

1.2.4.5 Major problems of Industrial psychology:

Despite the usefulness of industrial psychology towards better management of industries and its

usefulness as a scientific discipline contributing to the well being of the people working in industry, there is still

a great deal of reservation in accepting industrial psychology even in industrially advance countries in Europe

or America.

The reasons for this state of affairs are to be found in the general tendency in human beings to resist

changes of any sort and maintain a status quo, however, well intentioned and beneficial they may be. The

omnipresent tendency has been a great hurdle in the acceptance of industrial psychology by employees and

management all over the world because practice of industrial psychology often demands radical changes in

the outlooks and attitudes of both employers and employees. The major problems of industrial psychology can

be described as under:

1.2.5.1 Selection of right man for the right job:

In order to achieve a success in the industry it is essential to put a right man on right job. It needs an

accurate work study and selection of qualified person amongst the applicants for a particular job. This is a

basic problem for the psychologists because the selection involves various psychological tests to discover

various abilities of an individual. In case of some personal reasons the worker may not be able to work

properly and it requires psychologist to give some suggestions to render the individual to fit for work.

1.2.5.2 Training of workers :

The individual workers have different degrees of ability for performing various functions and training

can be useful in improving these abilities to do the work. The problem for the psychologist is that to find that

which type of training is required for the worker.

1.2.5.3 Morale in industry:

Despite the good working conditions in an industry, the highest level of efficiency cannot be achieved

without high morale in the workers. How a proper morale can be maintained in an industry and what necessary

steps are to be taken to create it is a problem of psychology and it is to be solved by the industrial psychologist.

1.2.5.4 Human relations in industry:

The problem of human relations has assumed great importance in industries with the formation of

trade unions. No industry can run smoothly for a longtime without cordial relation among workers and

management, if the relation deteriorate, the level of production falls, accidents increase, and result into strikes

and lockouts. This is a problem of the psychology and industrial psychologists are to solve it.
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1.2.5.5 Fatigue and boredom:

The workers become tired and bared often a long spell of mechanical work. This results into fall in

the level of efficiency of workers and is a problem of industrial psychologist. He is to suggest ways and

means by which fatigue and boredom could be reduced.

1.2.5.6 Industrial Accidents:

In order to avoid accidents, the machines should be in a good working condition and should be used

correctly by the worker. The suggestions have been given by psychologists in this regard. Hence, the one

important problem before industrial psychology is the prevention of accidents.

1.2.5.7 Responses towards physical environment:

The problems of production also arises even if the industry has good machines because of incapability

of workers. The industrial psychologist is to test the capabilities of work to handle the machine and suggest

ways to improve the capabilities.

1.2.5.8 Prevention and solution of industrial conflicts:

The quarrels and conflicts always occur in any industrial concern. These may be minor or major.

Sometimes these conflicts get out of hand resulting into strike by workers or lockouts by management.

Although some economic demands or political factors may be the root cause of these conflicts and the most

important factor is the psychological element. There are some factors which are insignificant and are not

taken care of and results into violence also. The industrial psychologist identify these factors and study them

properly.

1.3. SELF-ASSESSMENT QUESTIONS:

1. Define Industrial Psychology.

      2. Explain various concepts of Industrial Psychology.

      3. Explain the aspects of scope of Industrial Psychology that Harrell focussed on.

1.4. SUMMARY

Industrial psychology is one of the most important, active and prosperous branch of modern

psychological science. It has been defined as the application and extension of psychological facts and principles

to the problems concerned with human beings working in industrial, business, service and research organisations,

it is the study of principles governing behaviour in the industrial field and to undertake research.

The basic concepts of industrial psychology includes causation of behaviour, individual differences,

learning and attitude. The development of industrial psychology particularly began in the nineteenth century.

The psychological studies in the sphere of industry became important enough to be constituted as an independent

branch called industrial psychology, it developed in a rapid speed in USA, England and other European

countries but it came into being after independence in India. The research was at speed in the universities,

government agencies and private industrial organisations but still more is needed in this field.

The scope of the industrial psychology includes economic, social and psychological aspects of industry.

The study of physical aspects of works environment, principles of human relationships, study of attitudes and

motives, study of principles of mental health and study of human relations.

The major problems of industrial psychology includes selection of right man for right job, training of

workers, morale in industry, human relations in industry, fatigue and boredom, industrial accidents, responses

towards physical environment, problems of production and prevention and solution of industrial conflicts.
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1.5. GLOSSARY:

Industrial Psychology: Industrial Psychology refers to the applied psychology used to study,

analyse and understand human behaviour in the workplace, mainly how business works and how employees

function.

Behaviour: The way in which one acts or conducts oneself, especially towards others.

Work Environment: The term work environment is used to describe the surrounding conditions

in which an employee operates.

Human Relations: The study of the relationships between groups of people in

an organization or business, or a system used for improving these relationships.

Morale: Morale is the capacity of a group’s members to maintain belief in an institution or goal,

particularly in the face of opposition or hardship.

1.6. ANSWERS TO SELF-ASSESSMENT QUESTIONS:

1. Refer to section (1.2.1)

2. Refer to section (1.2.2)

3. Refer to section (1.2.4)

1.7. TERMINAL QUESTIONS:

1. What is industrial psychology? Explain the concept of industrial psychology.

2. Write a note on the major problems of industrial psychology.

3. Describe the development of industrial psychology.

4. Explain the scope of industrial psychology.

1.8. SUGGESTED READINGS:

• Ghosh, Px.., Ghorpade, M.B, Industrial psychology Himalya Publishing House, Mumbai.

• Blum, M.L., Navlor, J.C., Industrial Psychology, GBS Publishers, Delhi.

• Maier, Psychology in Industry, Oxford & IBH.

*****
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Lesson-2

Psychological Tests
Structure:

2.0 Introduction

2.1 Learning Objectives

2.2 Contents

2.2.1 Meaning of Psychological Tests

2.2.2 Characteristics of Psychological Tests

2.2.2.1 Validity

2.2.2.2 Reliability

2.2.2.3 Objectivity

2.2.2.4 Standardisation

2.2.3 Types of Psychological Tests

2.2.3.1 Classification on the basis of behaviours sampled

2.2.3.1 (a) General Intelligence Test

              (b) Multiple aptitude batteries

              (c) Special aptitude tests

              (d) Tests of achievement

              (e) Personality Tests

2.2.3.2 Classification based on the use of tests

2.2.3.2 (a) Selection tests

              (b) Classification tests

              (c) Placements Tests

2.2.3.3 Other useful Classifications

2.2.3.3 (a) Individual v/s Group tests

              (b) Paper pencil tests v/s Performance tests

              (c) Language v/s Non-Language tests

              (d) Speed v/s Power Tests

2.2.4 Steps in Test Development

2.2.4.1 Planning a Test

2.2.4.2 Listing Behaviour

2.2.4.3 Test Item Construction

2.2.4.4 Try Out

2.2.4.5 Item Analysis

2.2.4.6 Item Selection



11

2.2.4.7 Organising the Test

2.2.4.8 Final Form

2.2.5 Importance of Psychological Tests

2.2.6 Limitations of Psychological Tests

2.3 Self-Assessment Questions

2.4 Summary

2.5 Glossary

2.6 Answers to Self-Assessment Questions

2.7 Terminal Questions

2.8 Suggested Readings

2.0 INTRODUCTION

Psychological testing is the most outstanding contribution that comes solely from the efforts and

research by psychologists. Its value is immense in the sense at tests are probably the most sophisticated tools

of measuring human characteristics and individual differences that form the very basis of industrial psychology.

The greatest impetus for use of tests to personnel selection came during the first and second world war, when

millions of people were tested for one reason or the other reason. Presently the use of tests have become so

common place in the industry that it has become a big money spinning enterprise. In America, every year

literally millions of people from colleges, schools, industry and government take some or other tests. In India

also tests are used on large scale. The Indian industries have started the use of psychological tests from the

last few years. In order to understand the use of tests in the industry, it is essential to know the nature of

psychological tests, their value, various uses, limitations and also the various characteristics of the tests that

make them such a valuable, trustworthy and most widely used tools in the present day industry.

2.1 LEARNING OBJECTIVES:

After reading this lesson, the student will be able to know:

• Meaning of Psychological tests;

• Characteristics of psychological tests;

• Types of psychological tests;

• Importance of psychological tests; and

• Limitations of psychological tests.

2.2 CONTENTS

2.2.1 Meaning of Psychological Tests

A psychological test is not merely a series of questions or tests that any intelligent person can put

together as is seen in the magazines or books brought out by charlatans. Tests may often resemble them but

they are essentially different and possess certain distinct marks and are highly effective instruments for

measuring various characteristics like intelligence, personality traits, interests, attitudes etc. Firstly, tests are

most carefully developed instruments, following certain highly standardised and often intricate procedures

discovered by the efforts of many psychologists over a period of last Several years. Psychological tests are

the scientific tests that must have a very high validity, reliability, objectivity and its results must be clearly

interpretable.
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2.2.2 Characteristics of Psychological Tests

The main characteristics of the physiological tests includes validity, reliability, objectivity and

standardisation. These are explained as under:

2.2.2.1 Validity : The validity of test is one of the major characteristics of psychological tests. Suppose a

psychologist has derived a test of mechanical aptitude and it is discovered that the persons who get high score

on the test are nearly always good machines, whereas those who get low scores on it, are always successful.

The psychologists may then call his test valid. It takes time to determine the validity of a test. Validity of a test

is expressed in a coefficient of correlation.

2.2.2.2 Reliability: Reliability of a test is another characteristic of the psychological tests. It is the degree to

which people earn the same scores each time they are measured. A test cannot be valid unless it is first of all

reliable, but the reliability itself cannot guarantee validity. The reliability of a test is expressed in coefficient of

reliability, which is usually determined by repeating the test on a group of subjects more than once and then

correlating the scores made by the same subjects on several occasions.

2.2.2.3 Objectivity : It is also -an important characteristic of the psychological tests. One of the main

caus.es of unreliability of these tests is the inclusion of items in the test which are scored on the basis of

subjective judgements. Such items lack objectivity because they are likely to be scored differently by different

people giving the test. To be reliable, a test must be constructed in such a way that two or more persons can

score the responses to the items in same manner.

2.2.2.4 Standardisation : To be-a sound one measuring instrument, a test must be standardised, i.e.,

administered under standard conditions to a large group of persons who are representative of the individual

for whom it is intended. In order to standardise the test it is to be planned, listing of behaviour should be

carried out and items should be constructed. It is also an important characteristic of psychological tests.

2.2.3 Types of Psychological Tests

The psychological tests are of different types. These tests have been classified in various ways.

There is no single and complete test system of test classification, actually there are variety of ways in which

they are classified. These tests can be classified as under:

3.3.1 Classification on the basis of behaviours sampled

3.3.2 Classification based on the use of tests

3.3.3. Other useful classifications.

2.2.3.1 Classification on the basis of behaviours sampled: One very common way of classifying the

tests is to divide them on- the basis on which they sample various types of human behaviour. There are many

practical-advantages in classifying the tests in this way. The most important is that the test user can very

easily locate tests, if he know what sort of behaviour he is interested in measuring. The following are the

various types under this head:

2.2.3.1 (a) General Intelligence Tests: The earlier tests developed by Benet and Simon and Weschbrwere

attempts aimed at measuring general intelligence. These types of tests continue to be developed till today. But

these tests have undergone refinement as a result of continuous research and new facts that have come to

light after the use for number of years. The general intelligence tests mainly includes Stanford Binet tests and

Weschler scales, Tests of Mental ability, i.e. Otis tests, Wonderlic Pessonnel test, Multifactor tests, Chicago

tests and differential aptitudes tests. These tests are used to measure the intelligence of people in different

manners. These tests are used in India also but how many industries are using it is a moot question.
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2.2.3.1 (b) Multiple Aptitude Batteries : These are relatively new types of tests which are taking the

place of general intelligence tests presently. There are various reasons for this, but the most important among

them is that they are much more useful in vocational and industrial selection and placement. These tests

cover a broader range of psychological functions compared to the general intelligence tests and utilise an

approach that is comparatively new. The most distinguishing characteristic of these tests is that they don’t

give a single overall index of intelligence like IQ but provide a ̂ profile of an individual’s abilities, indicating his

shortfalls and strong points on various factors tested. This test is much more useful in vocational counseling

and industrial selection than a mere overall indication of an individual’s intelligence can be obtained from

traditional tests of general intelligence.

2.2.3.1 (c) Special Aptitude Tests : The intelligence tests had focussed ail their attention on general

intelligence and unearthing psychological functions that constituted it in the early days. No attempt was made

to cover some of the psychological functions such as musical, mechanical, artistic and other some special

aptitudes. The main interest of the psychologists in these was stimulated primarily due to the needs of

vocational selection. But presently, there are various special tests available to measure the Variety of aptitudes.

Some of these measures simply sensory acuity, speed and dexterity in major movements of various types.

The aptitude tests for medicine, faw, music, painting, clerical and a number of other are also available today.

Some of these tests are extremely useful in selection of employees in the industries.

2.3.3.1 (d) Tests of Achievement: These tests are designed for measuring knowledge, understanding, or

skills in specific subjects. The test may be restricted to a single, subject or skill such as arithmetic, yielding one

single score or it may cover several subjects of skills and may yield an overall score. The principle examples

of these tests are to be found in educational testing of extremely wide variety and levels, ranging from pre-

primary to graduate, post-graduate and professional institutions. Trade tests, also known as proficiency tests,

are another variety of achievement tests which are very commonly used in selecting industrial, business and

military employees. Trade tests are based on the assumption that the individuals taking the tests have already

undergone some training and acquired experience related to some specific subjects or skills.

2.2.3.1 (e) Personality Tests : Personality tests are used to denote usually those tests which are meant for

assessing the characteristics of personality which are non-intellectual .in their nature. These tests usually

measure behavioral characteristics like emotional adjustment, neuroticism, emotional instability or various

other traits of human personality such as honesty, perseverance, co-cooperativeness, aggressiveness etc.

Similarly, they also measure motivation, interest attitude of individual etc. There are wide variety of personality

tests but they are divided into four categories, namely, Rating scales, Personality Questionnaires of inventories,

Situational tests and Projective tests which are used in industrial selections.

2.2.3.2 Classification based on the use of tests :

It is also possible to classify the psychological tests on the basis of the use to which they are put. On

the basis of this, these tests may be classified in three broad categories, i.e. Selections tests, classification

tests and placement tests. This classification is especially useful for industrial psychology students.

2.2.3.2 (a) Selection tests :

An organisation may decide to accept some men and reject others, for filling its various job in an

organisation. This is termed as selection decision. Hiring an employ is also a selection decision. The main

characteristics of such decisions is that they reject some individuals whose future performance is of no direct

consequence to the organisation. There are certain tests which are used for the selection decision which

includes tests of vision, test of colour vision, auditory tests, motor and manual tests, hand dynamometer thest,

reaction time test, manual dexterity test, the prude board and Benett hand tool dextesity test.
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2.2.3.2 (b) Classification Test

Classification, on the other hand, requires special considerations to determine on which of the several

possible assignments a person will be able to do his-best. For example, a college classification test may assign

a particular student to a particular course after taking into account his test scores. In order to classify the

workers working in an industry various classification test are used.

2.2.3.2 (c) Placement Test

It must be noted that a placement decision generally concerns with assigning a person to different

levels of work, rather than distinctly different types of work. For instance, choosing men for officer’s cadres

from among the applicants is a placement decision or to selecting a person for clerical cadre form among the

applicants is also a placement decision. Some tests used for this purpose are called placement tests. Thanking

together they are often known as personal tests!

2.2.3.3 Other Useful Classifications:

There are some other useful classifications of psychological tests which are normally used in the

industrial psychology. These tests are as under:

2.2.3.3 (a) Individual Vs Group Test

The tests are often classified s Individual Tests and Group Tests on the basis of how a characteristic

is measured by the test. Most of the old tests were individual tests, in the sense that they were given to a

single individual at a time usually by a trained examiner who not only scored and interpreted the result but also

observed his behaviour carefully throughout the testing period. Often such tests involve manipulation of

apparatus or object’s and special recording devices.’

Group tests, on the other hand, are usually presented in a format which allows the individual to record

his own responses and can be simultaneously given to a number of individuals, without any special need of

observing their behaviour. Group tests are supposed to be more objective because their administration, scoring

and interpretation is done in a routine fashion.

2.2.3.3 (b) Paper Pencil Tests Vs Performance Tests :

Tests can be classified into paper pencil and performance tests on the basis of the medium used for

testing. When all the items of the test are in printed form and responses to them are checked by a pencil on

the test itself or on an answer sheet provided for this is termed as paper-pencil test. In some aptitude tests,

like, musical aptitude or foreign language tests, the test items .are presented with a phonograph or a tape

recorder.

In performance tests, a person has usually to manipulate certain objects or pictures or blocks or

assemble parts of a mechanical devise, i.e., to perform or act in a certain fashion. In some personality tests

like situational tests the subject has to perform some activities in typical everyday life situation. Most of the

performance tests are individual tests because the examiner has to observe carefully the performance of the

subject, his approach to the given problem, because such observation may very often shed some light on his

behaviour. In some performance tests, the examiner can very well observe small groups of people performing

the test tasks.

2.2.3.3 (c) Language Vs Non-language Tests

Another way of classifying the tests is in dividing them into language and non-language tests which

are also known as verbal and non-verbal tests. In verbal tests, the test items are not only in written or spoken
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form but these responses are also in language form. Majority of the tests usually use a language but often

tests have to be constructed for people for whom language make no sense. Illiterates, deafs, foreign language

speaking people can be best tested by non-language tests. These tests mainly have pictures, designs, figures

or some other symbols and even the instructions in these tests are given by using appropriate gestures,

without saying a word. Some performance tests can also be language tests.

2.3.3.3 (d) Speed Vs Power Tests

The tests are also classified into speed tests and power tests. A pure speed test is usually composed

of items of almost equal difficulty, thus, the score obtained is entirely dependent upon how fast the subject

completes a given number of items in a given time. The time limit is so short that no one is able to achieve a

perfect score. Whereas the care of power tests, the items are arranged in increasing difficulty, some items

are too difficult for anyone to solve, so that, the test score depends upon how many items the subjects solves

in a given amount of time. The time limit is determined in such a way that it is long enough to permit one to

solve all the items.

2.2.4 Steps in Test Development.

The primary objective of standardizing a test is to achieve high reliability and validity, without which

a test has little or no value as a measuring and predicting device. The concepts of test reliability and test

validity are basic and important in psychological testing. But these can be better understood only if we have

complete and comprehensive idea about the logical steps through which a test constructor must go if he has

to develop a satisfactory device for measuring various human characteristics. In industry often new tests

have to be developed for selection of personnel for specific bobs for which tests may not be available. In

order to develop such new tests, the following steps are recommended:

2.2.4.1 Planning a Test:

The first step in the development of a text, though very important, is often overlooked by many test

constructors. It needs careful delimitation an analysis of the area of the trait involved. The test constructor

must ask himself, “An - going to measure any specific ability, or aptitude, or proficiency or personality trait?”

Having thus decided to develop an instrument to measure some specific psychological function, behaviour, or

trait, the constructor can then start straightway making his own analysis of the psychological function be

intends to measure. In this, he may be greatly aided by analysis of the same or related functions mode by

others. The references for this can be readily found in the specific literature on the subject. If the test is to be

constricted for measuring achievement, the process is usually straightforward, but of the measure is of some

aptitude, interest, attitude or some personality trait, considerable amount of work will be needed before it is

possible to identify the elements that should be included in the test.

2.2.4.2 Listing Behaviours :

After obtaining the area of knowledge for which specific psychological function is to be measured,

the second step involves in preparing a list of behaviours, through which the function, like, intelligence,

aptitude, personality trait etc, under consideration may manifest itself in subject’s behaviour. This should lead

direct by to the development of first test items. It must be noted that the task of developing test items is not

always easy. This is particularly so, when a desired function or behaviour is not directly measurable. In many

cases, the number of test items, or subtests and even the nature of individual items in the test is determined by

the test constructor’s own theoretical position. The items in the intelligence tests are very often influenced by

the test author’s own views of intelligence. This is also true about personality test. It is only in achievement

test that the theoretical differences play a relatively minor role.
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2.2.4.3 Test Item construction.

It must be noticed that the writing of test-items is only an exploratory stage of test construction. It

becomes essential to start with a very large number of test items than will be used’ in the final stage of the

test. The actual kind and number of items utilised in a test usually depends upon the nature and purpose of the

test. Test experts have laid down certain guidelines concerning how to write and construct test items.

These suggestion have emerged from actual experience in item construction. These are useful for

those item constructors who have little experience or no experience in this regard. After constructing test

items they may be actually tried out on some subjects to formulate and clarify instructions to judges, the

clarity of item phrasing, to know whether the items evoke the kind of response desired and also to decide on

time limit and so on.

2.2.4.4 Try out:

Once the items of the tests have been selected often initial try outs, the next major step is that of

trying out the preliminary form of the test on group of subjects who are representatives of the population for

which the test is being constructed. In order to administer to this standardisation group, the items should be

prepared in a format, that is, lose to the final finished form as possible. As the number of items to be tested in

initial stage are three to four times longer in number, it often becomes essential to give longer time or prepare

several forms of the test for initial try out.

2.2.4.5 Item Analysis :

Item analysis is one of the most important step in test standardisation because the validity and

reliability, upon which depends the soundness of any test, is always dependent upon the characteristics of the

items making up the test. It follows only when the test has been administered to the analysis or standardisation

group and when the data is collected and treated by utilizing various statistical procedures. For our purpose,

it is enough to know that in item analysis the test constructor usually has two major objectives. The first

objective is to determine the .difficulty of each individual item, in the light of the percentages of the selections

in the analysis of group passing or failing the item. The other objective is to determine the discriminative value

of each item. The determinative value means whether the item is really measuring the psychological function

for which it is being constructed.

2.2.4.6 Item Selection:

After completing the item analysis of the tests, the obvious question which arises is “How to utilise

such information concerning test items and how to select those items, which can be included in the next or

final form of the test”? This problem does not seen to be as simple as it appears because it involves several

considerations. Some of these are very important because they are likely to affect the reliability and validity

of the test Itself.

2.2.4.7. Organising the Test:

The next step is to organise the selected items into a reasonably administrable format and to develop

an appropriate and fool proof system of scoring the test. These conditions are essential for achieving objectivity

of the tests. The main points which are to be considered before finalising the form of test includes, the

directions to the test administrators and also to persons who are being tested, determining the length of the

test and time taken for administering the test, dear cut instructions regarding scoring procedure to be used,

dividing the test in sub-tests for the ease of administration, scoring and interpretation of test results, interpretation

of scores at each of the several age or ability levels and difficulty level of each item and the degree to which

each item or sub-test discriminates between those who score high and those who score low on the test as a

whole.
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2.2.4.8 Final Form :

When the preliminary form is ready, the next step consists of administering the test on a stratified

representative sample of the subjects who represent the universe or population for which the test is intended.

Usually it is this sample which is referred to as standardisation sample in the terminology of psychological

testing. The results obtained with this form will provide with the statistical data of the, test as a whole and

about each individual item. It is on the basis of such data that analysis can be mode to ascertain the reliability

and validity of the test. It is at this stage that normative data on the test is complied and presented in suitable

tables or graphs that will make for easier interpretations of the test scores obtained from the testers belonging

to the population for whom the test is constructed.

The above are the main steps which are involved in the development of a test. In some cases the test

may undergo some revision and modification be made in the ’light of actual data collected such changes and

the test are made for its refinement.

2.2.5 Importance of Psychological Test

The psychological tests although constitute an extremely sophisticated technique of measuring

behavioural characteristics yet they have their own advantages and limitations. The following paragraphs

describe the advantages of these tests which specifies. The psychological tests when used appropriately

under a well planned testing programme, it leads to number of positive benefits to the company in a long run

The objectives can achieved by the industries can be achieved with the help of human beings, in order to

recruit right persons for a right job is very essential for any of the concern. These tests provide the methods

for the purpose of selection of officers or other cadre personnel in an organisation. The tests provide them

certain basis on which the selection is carried out for example, one good contribution of the selection based on

testing is that it can reduce to a considerable extent the labour turnover and which in return may result in

reduced costs of training because fewer workers will have to be trained as a result of reduced turn ever. The

tests help in increase of production because better workers are employed, it also result in increased satisfaction

of employees because they are placed on the job in which they are most competent and interested. This also

results into less absenteeism, reduced rate of accidents and increased moral of the workers.

The main advantages can be enumerated as follows:

i) Objective method of personnel appraisal:

The distinguishing characteristics of a sound test is that it is an objective and standardised behaviour

sample which lends itself well to statistical evaluation. It is easier to determine the value of a test as selection

device, than it is possible to evaluate interview or application blanks. The tests are subject to minimum

subjective bias or are much more objective, than any other selection device presently available.

ii) Low Cost:

In most of the cases cost of giving tests are not particularly high as compared to those involved

interview.

iii) Selection:

The greatest advantage-of the test lies that it can improve the selection process to a considerable

extent, in modern industrial organisations, the problem of selection becomes awesome for the simple reason

that hundreds of workers have to be hired, trained and placed in appropriate jobs arid this process is a

continuous process. Testing strikes at the very root of this problem by minimising the time of selection. For

any employer in modern competitive industry, it comes as a boon.
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2.2.6 Limitations of Psychological Tests :

Although the psychological tests are very important for any organisation, however, there are certain

limitations of psychological tests which are as under:

The use of psychological tests in an industry is to be used with caution because some highly enthusiastic

individuals are likely to be fascinated by the interesting ideas which these tests project. The industrial problems

are often too complex and the results of numerous factors working together, of which wrong personnel

selection may be one. The tests are mainly based on the testing organisations and the data used for this

purpose. Some of the testing organisations are managed by unscrupulous people and they often exaggerate

the information used in the testing which leads to the wrong results and are not helpful for the industries. The

hiring of psychologists or a professional constancy organisation to introduce a testing programme leads to a

higher cost and becomes the limitation of psychological tests. The motive of industrialists in introducing

testing is not altruistic and they use tests as a last straw to save some hopeless situation which becomes

limitation of these tests.

2.3. SELF-ASSESSMENT QUESTIONS:

1. Explain the meaning of Psychological Tests.

       2. What are the characteristics of Psychological Tests.

       3. Explain the steps in Test Development.

2.4. Summary:

Psychological testing is the most outstanding contribution that comes solely from the efforts and

constant research by psychologists. A psychological test is not merely a series of questions that any intelligent

person can put together as we often see in magazines or Sunday editions of newspapers, or the so called test

yourself. Test are most carefully developed instruments, following certain highly standardised and often

intricate procedures discovered by the efforts of many psychologists over a period of last number of years.

The most distinguishing marks of a sound scientific psychological test are that it must have a very high,

validity, reliability, objectivity and its results must be cleanly interpretable. There are some steps which must

be taken for developing a test which includes planning a test listing behaviours, test item construction, try out,

item analysis, item selection, organising the test and final form.

The psychological tests can be classified on the basis of behaviours sampled, on the use of tests and

other useful classifications tests on the basis of behaviours sampled include general intelligent tests, multiple

aptitude, special aptitude tests, test of achievement and personality tests.

Classification based on the use of tests include selection tests, classification tests and placement

tests. The other useful classifications are individual Vs group tests, paper pencil tests Vs performance tests,

language Vs non-language tests and speed Vs power tests.

The main advantages of these tests includes objective method’ of personnel appraisal, law costs and

selection of officers and employee. These are useful in selection, promotion etc. the main limitations of

psychologlcal tests are the requirement of specialists, falsification of data and high cost of using these tests of

hire or employee psychologists or consultants in the organisation.

2.5. GLOSSARY:

Psychological Tests:  Psychological tests are written, visual, or verbal evaluations administered

to assess the cognitive and emotional functioning of children and adults.
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Standardisation: Standardisation is the process of implementing and developing technical standards

based on the consensus of different parties that include firms, users, interest groups, standards organizations

and governments.

Objectivity: Objectivity is a philosophical concept of being true independently from individual

subjectivity caused by perception, emotions, or imagination.

Validity: Validity is the extent to which a concept, conclusion or measurement is well-founded and

likely corresponds accurately to the real world.

Reliability: Reliability is the overall consistency of a measure.

2.6. ANSWERS TO SELF-ASSESSMENT QUESTIONS:

1. Refer to section (2.2.1)

       2. Refer to section (2.2.2)

       3. Refer to section (2.2.4)

2.7. TERMINAL QUESTIONS:

1. Explain the meaning and characteristics, of psychological tests.

2. What are the ‘different types of psychological tests in industrial psychology?

3. Describe the importance and limitations of psychological tests.

2.8. SUGGESTED READINGS:

• Dlum, ML., Nqylor, J.C., Industrial Psychology, GBS publishers, Delhi, 1984

• Schein Edger, Organisational Psychology, PHI, New Delhi.

• Me Cormic E.J., llgevi, Industrial Psychology, PHI, New Delhi, 1984

*****
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3.2.3 Attitude Change

3.2.3.1 Changing other’s Attitude

3.2.3.1 (a) Traditional approach

3.2.3.1 (b) Cognitive approach

3.2.3.2 Changing our own attitude

3.2.3.2 (a) Cognitive Dissonance approach

3.2.4 Dissonance and attitude change

3.2.5 Measurement of Attitudes

3.2.5.1 Methods of measuring attitudes

3.2.5.1 (a) Opinion scales

3.2.5.2 (b) Rating scales

3.2.5.3 (c) Indirect scales

3.3 Self-Assessment Questions

3.4 Summary

3.5 Glossary

3.6 Answers to Self-Assessment Questions

3.7 Terminal Questions
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3.0 INTRODUCTION

Attitude is a very important concept in psychology. It is a complex concept in that several kinds of

behaviour like beliefs, opinion, stereotypes, prejudices, are closely connected with attitudes, it may be defined

as learned orientation or disposition towards an object, person, situation or issue which makes an individual to

react to them in favourable or unfavourable manner. It stresses that attitudes are learned as human beings

learn various responses. An attitude is an orientation or disposition we carry out around with us just as we

carry all our habits. At any given moment, the attitude may be latent or inactive, but it is ready to be aroused
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by appropriate circumstances. Attitudes are related to many key aspects of organisation behaviours such as

job performance, absenteeism turnover etc. The attitude is one of the most central aspects of human behaviour.

Industrial and organisational psychologists have derived considerable understanding about this topic from

social psychologists. In the present lesson an attempt has been made to define the attitude, components of

attitudes, attitude change and measurement of change.

3.1 LEARNING OBJECTIVES

After reading this lesson, the student will be able to know:

1. Meaning of attitude;

2. Components of attitudes;

3. Attitudes change: and

4. Measurement of attitudes.

3.2 CONTENTS

3.2.1 Meaning of attitude

Attitude is one of the most central aspect of human behaviour. It is one of the very important concept

in psychology. All port has done considerable work on attitude. Industrial and organisational psychologists

have derived considerable understanding about this topic from social psychologists. Attitudes are related to

many key aspects of organisation behaviours such as job performance, absenteeism, turn over etc. attitude

towards one’s job also influence one’s out look towards life in general and moulds our personality to a

considerable extent. Attitude is a complex concept in that several kinds of behaviours like beliefs, opinions,

stereotypes, prejudices, are closely connected with attitudes refer to relatively cluster of feeling, beliefs and

behaviour tendencies directed towards specific persons, ideas, objects or groups etc. They are limited and

hypothetical constructs and have to be inferred from behaviour. An attitude is a tendency to respond positively/

favourably or negatively/unfavourably to certain persons objects or situations. In other words it is a tendency

to react emotionally in one direction or another. Attitude may be best defined as learned orientation or

disposition towards an object, person, situation or issue which makes an individual to react to them in a

favourable or unfavourable manner. The definition stresses that attitudes are learned as human beings learn

various other responses. Secondly an attitude is an orientation or disposition we carry around with us just as

we carry all our habits. At any given moment, the attitude may be latent or inactive, but it is ready to be

aroused by appropriate circumstances. Thirdly, when the circumstances arise, the attitude makes the individual

to react in a favourable, unfavourable or indifferent manner. Various authors have defined attitude in different

manners. The definitions given by different authors are as under:-

According to Patty and Capcioppo, “Attitudes are general evaluation people make about themselves,

other persons objects or issues.” and according to Breckler and Wigginis, “attitudes are enduring mental

representations of various features of the social or physical world. They are acquired through experience and

exert a direct influence on subsequent behaviour. Denail Katz and Ezra Stotland defines an attitude as an

individual’s tendency of predisposition to evaluate an object or a symbol of that object in certain way. From

these definitions it is evident that attitudes are composed of three aspects and these are mutually dependent.

These aspects are cognitive, affective and conative.

3.2.2 Components of Attitudes

Attitudes comprises of three aspects as is evident from the various definitions of it given by various

authors. These aspects are mutually dependent on each other. These aspects are denoted as components of

attitudes.
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According to Baron and Greenberg, attitude have mainly three components which are evaluative,

cognitive and behavioural. These components can be explained as under:

3.2.2.1 Evaluative component :

This component refers to how we feel about an issue or an event. It refers to our liking or not liking

a particular important aspect of our reaction. Some events arouse positive emotions in us whereas others

arouse negative emotions in us.

3.2.2.2 Cognitive Components:

These components refers to thoughts and beliefs. These beliefs constitute the cognitive component.

In many situations our thinking and our beliefs influence our reaction to a given event. Thinking influences our

behaviour towards various aspects of the job.

3.2.2.3 Behavioural component:

It is also called as connective aspect of attitude. It refers to action tendencies and behavioural

component: the tendency to behave in a certain way.

From the above definitions and nature of attitude we can speak about work related as those last feelings,

beliefs and behavioural tendencies towards various aspects of jobs itself, the setting in which the work is

conducted and/or the people involved.

1) Understanding employees attitude is important and necessary because it serves many important

practical benefits. Understanding employee attitude help us to improve the job, job environment and

other related issues which would help employer to see to it that employees adjust letter in their

organisations.

2) Job related altitudes are associated with many important aspect of organisational behaviour. These

include task performance, absence from work and voluntary turnover.

3) Understanding employee attitude will help us to develop the policies and programmes of the company

in such a way that a conflict is avoided. If these policies and programmes confirm to the liking and

interest of employees there would be mutual concern and understanding which will help to adjust

better to their work environment.

4) Attitude help us to predict human behaviour with considerably accuracy and help us in formulating

certain personnel decisions accordingly.

3.2.3 Attitudes Change:

Normally one’s altitudes are relatively permanent. However, attitudes are also amenable to change.

They can be gradually changed. Organisations have since last decades become interested in changing the

attitude of their employees because of two important seasons:

1. First altitudes and work performances are considerably related, e.g., one’s attitude influence job

turnover, employee satisfaction, productivity, absenteeism etc. cultivating favourable attitude or

changing employee’s attitude to conform to organisational policies and programmes can lead to

better adjustment. Hence organisations attempt to change the attitude of their members.

2. The second season that we may want to change work related attitude is to improve those attitudes

themselves. For example, employee would certainly enjoy more positive feelings when they have

generally positive or favourable attitudes towards their jobs than when they have negative or

unfavourable attitudes. It is important to remember that work-related attitudes may be a key aspect

of the quality of like people experience on the job, and that creating positive attitudes may be

desirable end in itself.
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There are two different types of attitude change:

3.2.3.1 Changing other’s attitude

3.2.3.2 Changing our own attitude

3.2.3.1Changing other’s attitude

In an organisation set up an attempt is often made to change other’s altitude. These individuals

include our colleagues, our superiors and our juniors. Changing other’s altitude is a serious business and

require great skill and tact. We usually change other’s attitude through persuasion. In the persuasion process,

a target person (the individual whose attitude is to be changed) is given a message (either written or spoken)

in which the information presented is designed to change his or her attitude. Persuasion is the process of

changing attitudes through the various types of information. Research studies have demonstrated that some

forms of persuasion are much better and much more likely to succeed than others. Research on this issue has

continued for several decades and has identified many factors that play a role in the impact of persuasive

messages. The most important of these, seems to fall under three major headings, i.e., characteristics of the

communicators. (Who delivers the massage?), characteristics of the communication (what does it say and

how?) and characteristics of the recipients (who are the people who receive it?).

There are two methods of changing others attitude through persuasion, i.e. Traditional approach and

cognitive approach.

3.2.3.1 (a) Traditional Approach:

The traditional approach to persuasion focuses primarily on identifying crucial characteristics of

communicators, communications and audiences, including sleeper effect. It is an increase in attitude change

over time, so that a persuasive message actually generated more attitude change, sometimes after it has been

presented than immediately afterward. The findings of early research studies with regard to traditional approach

can be summarised briefly as under:

1. Experts are more persuasive than non-experts (Hovland and Weiss 1951). The same argnment carry

more weight when delivered by people who seem to know what they are talking about and have all

the facts than when made by people lacking such experience.

2. Messages that don’t appear to be designed to change our altitudes are often more successful than

ones that seem intended to manipulate us (Walster and Fesltinger, 1962). In other words, we don’t

trust and we refuse to be influenced by those who deliberately set out to persuade us. This is one

reason why many efforts at persuasion adopt the kind of soft fell approach.

3. Popular and attractive communicators (Sources) are more effective in changing attitudes than

unpopular or unattractive one (Kiesler and Kiesler 1969). This is one reason why politicians devote

so much effort to the task of exchanging their personal appeal to voters.

4. People are sometimes more susceptible to persuasion when they are distraited by some extraneous

event than when they are paying full attention to what is being said (Allwyn and Fessinger 1961).

This is why political candidates often arrange for spontaneous demonstrations during their speeches.

5. Individuals relatively low in self-esteem are often easier to persuade than those high in self-esteem

(Janis, 1954). Lacking in self-confidence, the farmer are more susceptible to social influence from

others.
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6. When an audience holds attitudes contrary to those of a would be persuader, it is often more effective

for the communicator to adopt a two-sided approach, in which both sides are presented, rather than

one-sided approach. Apparently, strongly supporting one side of an issue while acknowledging that

the other side has a few good points in its favour serves to disarm audiences and make it harder for

them to resist the source’s conclusions.

7. People who speak rapidly are generally more persuasive than those who speak slowly (Milleretal,

1976). This idea is contrary to the popular view that people distrust fast-talking sales persons and

politicians. One reason why rapid speech is more persuasive is that it seems to convey the impression

that the communicator knows what he or she is talking about (i.e. high in expertise).

8. Persuasion can be enhanced by messages that arouse, strong emotions (especially fear) in the audience,

particularly when the message provides specific recommendations about how a change in attitudes

or behaviour will prevent the negative consequences described in the fear-provoking message

(Leventhal, Singer and Jones, 1965). Such fear-based appeals seem to be especially effective in

changing health-related attitudes and behaviour (Robberson and Rogers 1988).

Most of the above findings have withstood the test of time and appear to be accurate.

3.2.3.1 (b) Cognitive Approach:

The cognitive approach to persuasion focuses on the cognitive processes that underlie persuasion.

The cognitive approach attempts to find out what cognitive processes determine when someone is actually

persuaded? This approach focuses on what many researchers term a cognitive response analysis efforts to

understand.

1) What people think about when they are exposed to persuasive appeals and

2) How their thoughts and related cognitive processes determine whether and to what extent they

experience attitude change.

3) According to Baron and Greenberg (1993), persuasive communication involves two elements:

a) Communicator characteristics : What makes certain individuals more persuasive,

b) Communication : What makes a message persuasive.

These two elements can be discussed as under:

a. Communicator characteristic:

According to Baron and Greenberg, three characteristics of communicator play an important role in

changing attitudes, these are:

1. Individuals we like:

We are more influenced and change an attitude when we like others. We tend to ignore whom we

dislike. The people whom we like can play an important role in changing our attitudes.

2. Presentation Style:

Effective communicator who changes our attitude is one who presents himself in a smooth and

elegant style who speak fast and convincingly.

3. Credibility:

We are more likely to change our attitude when requested or confronted by a person who has

considerable credibility. Credibility have means the extent to which we believe or trust others. The more

credibility a person has, the more he/she will be influential in changing an attitude.
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b) Communications:

This has to do with the content of the message. What is the content of persuasive message and its

characteristics. Research studies have shown that there are several such characteristics, but the two most

important are as under.

1) The communication should be presented in a manner and at a level that is clear and intelligible to the

tangents. If the message is not clear and if it does not make sense then the attitude change would not

occur.

2) The other factor that determines the persuasiveness of message is how different they are from the

views already hold by the target persons, i.e., the size of the attitude discrepancy. Sometimes people

are asked to change their attitudes completely, moving from being totally against something to being

totally for it. At other times, people are asked to change their attitudes only a little, or a moderate

amount. As you might imagine, it is easier to change attitudes when the change represents a small

discrepancy from the individual’s initially held opinions than when the discrepancy is longer. This is,

in LARGE part, due to the tendency people have to dismiss highly discrepant views as unreasonable

and unworthy of their consideration, whereas more moderate views are not believed to the unreasonable

and are not rejected out of hand.

3.2.3.2 Changing our own attitude:

It is also important to change our own attitude and there is cognitive dissonance approach to changing

our own attitude.

3.2.3.2  (a) Cognitive Dissonance Approach:

This theory was presented by Leon Festinger in 1958. Theory of cognitive dissonance says that

human behaviour is motivated by a tendency to achieve consistency and to avoid inconsistency in the organisation

of cognitive experience which may contain an individual’s beliefs, attitudes, values, his knowledge, information

and so forth. According to Feshinger the cognitive elements in an individual total experience are not discrete

and unrelated but interconnected. The attitudes, beliefs, values held by an individual are not unrelated to one

another but are part of his organisation; are interdependent and interacting. According to Brown a state of

Cognitive Dissonance is said to be a state of psychological discomfort or tension which motivates efforts to

achieve consonance.

The basic unit of Festinger’s Theory are the cognitive elements. Cognitive element is any knowledge

that a person himself has of his behaviour. For example, have purchased a car or a belief in any particular

political ideology etc. are examples of cognitive elements. According to Festinger, magnitude of dissonance

would affect the amount of pressure on an individual. The magnitude of dissonance is mainly dependent on

two factors, i.e.,

1) The importance of elements involved, and 2) The proportion of dissonant element. Magnitude of

dissonance increases as elements in creases, for example, knowing final exams are coming and not studying

is a dissonant relationship. The greater the proportion of dissonant element the greater the dissonant. Festinger

has pointed out that dissonance functions like a drive, need or tension. Its presence leads to action to reduce

it. Just as the pressure of hunger leads to an action aimed at reducing it. Our perception may become

selective and distortive to reduce dissonance. There are three ways in which dissonance can be reduced.

1. Changing behavioural cognitive element, e.g., if one reads of hears from people that smoking causes

lung cancer he may stop smoking.
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2. Changing environmental cognitive element, e.g., one may isolate himself from people and will not

make attempt to read or hear that smoking causes lung cancer.

3. Adding new cognitive element, e.g., a habitual smoker who reads a report on research showing an

association between lung cancer and smoking goes to a medical library to seek out the renews that

criticises the method of research and point out to the inadequacies of the report that support that

smoking causes lung cancer.

3.2.4 Dissonance and attitude change:

There are many occasions in everyday when we must say or do things inconsistent with our real

attitudes. When this occurs there is cognitive dissonance. On many occasions forced compliance exists with

regard to attitude change, i.e., we are forced by various circumstances, to comply in ways that are opposite

to the views, opinions or attitudes that we hold. When we are forced to comply what happens? Naturally

cognitive dissonance results. How do we resolve cognitive dissonance, several possibilities exist which can

be enumerated as under:

1) Individuals can change their attitudes so that these are now consistent with their behaviour.

2) Individuals experiencing dissonance can change their cognition about their behaviour. Thus you might

tell yourself that offering support to your loss in important meetings is really part of your job and so

quiet consistent with your basis attitudes.

3) Dissonance can be reduced by acquiring new information, specifically, information that is consistent

with the attitudes or actions that seem inconsistent. For example, people who smoke cigarettes

usually know that this action is harmful to their health. They often try to reduce the dissonance

generated by such counter attitudinal behaviour by eagerly seeking evidence that smoking is truly not

all that bad. They read reports of various studies suggesting that smoking has few or no ill effects and

they repeatedly remind themselves about old uncle, who lived to ninety six despite smoking two

packs a day.

4) Dissonance can be reduced by minimising the importance of the inconsistency. For instance, in our

earlier example involving affirmative action, you might convince yourself that this particular promotions

is unimportant, since your friend plans to leave the company soon anyway.

In which of these ways do people actually seek to reduce dissonance? The answer is simple in the

way that is least effortless. In this, as is must other situation, we follow the path of least resistance and seek

to reduce dissonance by changing what is easier to change. And since acquiring new information and minimising

the outcomes that really are important are quite difficult, the earliest route may well involve changing our own

attitudes. This, in nutshell, is why saying or doing things inconsistent with our attitudes sometimes leads to

changes in them.

3.2.5 Measurement of Attitudes:

Attitudes contain many elements which are very difficult to measure. To take but one, the emotions

and feelings involved in attitudes cannot be measured and hence attitudes can be measured only by internal

systems. In this form, they don’t admit of any measurement, but the individuals external behaviour is generated

by inner tendencies. Hence, attitudes can be measured from the external behaviour. In order to measure the

attitudes, it is necessary that the immediate circumstances be controlled. The greater the amount or extent of

control upon these immediate circumstances the greater will be their success and reliability. Hence of the

conditions which defy any attempting at controlling them must be eliminated. For example, it would be
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difficult to generate communal attitudes in the laboratory, or artificially anywhere else. In a situation of this

kind the experimenter should keep in mind all these details of the actual circumstances in conducting the

experiment upon the attitude. It I, therefore, evident that the degree of reality which can be obtained in the

measurement of external behaviour cannot be expected in the measurement of attitudes, which in addition,

don’t offer the same degree of reliability. Yet it is too precipitate to conclude from this that no reliability at all

can be expected in the measurement of attitudes. The accuracy of measurement of attitudes can be tested by

the capacity of prediction. The extent to which any measurement can forecast and predict the future conduct

of any individual, is accurate.

The following conclusions are to be drawn from the above discussion on the measurements of attitudes:

1. Attitudes can be measured only indirectly.

2. The greatest possible degree and extent of control should be levied upon the immediate circumstances

in the measurement of attitudes.

3. In studying attitudes the uncontrolled circumstances should be carefully studied.

4. The measurement of attitudes cannot be as reliable or accurate as the measurement of external

behaviour.

5. The accuracy of the measurement of attitudes can be judged from the accuracy of prediction of the

individual’s subsequent behaviour.

3.2.5.1 Methods of measuring Attitudes:

The social psychologists has evolved various methods for the measurement of attitudes. The major ones are:

3.2.5.1 (a) Opinion Scales

3.2.5.1 (b) Rating Scales

3.2.5.1 (c) Indirect Scales

These methods of measuring attitudes has been described as under:

3.2.5.1 (a) Opinion Scales:

Opinion scales are the methods of measuring attitude through the medium of opinions that accounts

for the name. Our attitudes towards some specific person or subject can be known by analysing our opinions

concerning them. Hence psychologists evolve scales for discovering the opinions of individuals concerning

different objects, problems and persons. These standards differ in respect of the method of their construction

and kind. But the aim of every standard is to locate and determine the position of an individual upon a

measure extending from one limit of acceptance to the other limit of refusal.

The opinion scales reveal the reaction of the individual standard. It reveal the reactions of the individual

towards some particular things, and from the reactions his attitude can be deduced. Obviously, the scale

should be so devised as to throw the maximum possible light upon the attitudes of the individual. For this there

should be, in the scales, a selection of statements which can efficiently give expression to the concurrence or

otherwise of the attitude of the persons. A scale which has any claims to adequacy in serving the purpose for

which it is intended must possess the following characteristics :

1. Reliability:

The most prominent characteristic of the scale is its-reliability. Reliability means that the scores

obtained under two district but similar circumstances should not be too different. The more this quality is

present in a scale, the greater will be its reliability.
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2. Exactness :

The scale should be accurate and exact. The scale should posses elements which can indicate the

actual mental tendency of the person.

3. Objectivity :

The construction of the scale should be objective and relative to the subject matter. The choice of its

various questions should not reflect and should not be influenced by the mental tendencies of the subjects or

testers.

4. Psychological Quality:

The scale can be a success only when the questions contained in it and the answers which are

forthcoming to them have a psychological relation with the attitudes of the individual. The choice and selection

of questions of this nature depends upon the capability of the person constructing the scale.

5. Distinction in Different Items:

In order to be exact, the questions, items, statements, etc. should be mutually distinct if this is not so,

the answers will also not be clear. This can lead to mistakes in result.

Many forms of opinion scales are prevalent in social psychology, but the main among them are as under:

1. Thurston Scale Construction Method

2. Likert Scale Construction Method

3. Guttman Scale construction Method

These can be explained as under:

1. Thurston Scale:

Thurston and his colleagues constructed scales for the measurement of opinions and beliefs of

human groups concerning such varied questions as war, the church, Negroes, capital punishment, birth control,

etc., in 1929 and 1931.

Construction Method: The Thurston scale construction method was constituted of the following items.

a) Collection of numerous simple opinions related to the question or object presented.

b) To determine the value of the scale for these opinions by some definite determinant. This evaluation

leads to the elimination of controversial statements, leaving only statements concerning which all

specialists are unanimous. Opinions extend between a negative and a positive limit.

c) To determine the median point for every statement according to the opinions of the specialist

judges.

d) Finally, it is necessary to see whether the questions contained in the scale are in a definite order or

not.

The order to statements should be such that they proceed from maximum to minimum acceptance.

For this, in the beginning of the scale those questions are arranged concerning which all specialists are agreed

while at the end questions concerning which all specialists are disagreed are arranged.

Precautions:

The following precautions are deserved the construction of the Trurston scale construction method.

a) Every statement of the scale should be clearly worded.
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b) The number of determining specialists should be large enough to indicate clearly the position which

should be given to the opinion professed by the subject. For this the number of judges is usually

above hundred.

c) The scale should be comprised only of those statements concerning which the judges are unanimous.

For this, every specialist places all statements of maximum and minimum acceptability in eleven

classes. If a particular statement is placed in the same class by each of the specialists, it should be

definitely chosen. But if the statement is placed in a different class by each of the specialists, it

should be rejected because it is controversial.

2. Likert Scale:

In 1932, Likert constructed a scale which differed from the one given by Thurston. This scale aimed

at discovering the attitudes of various human groups concerning imperialism, internationalism and Negroes.

Construction Method: The following are the items in the Likert scale construction Method:

a) To construct many statements related to the object or a problem, the attitudes towards which are to

be studied.

b) To show these statements to subject and to get them classified into the following groups: (Strongly

approve) (Underided) (Disapprove) (Strongly disapprove) Approve

5 4 3 2 1

c)  To award points to the above classifications in the following manner.

d) To find the correlation between the total score of the subject and the score of the statement

individually.

e) To exclude those statements which bear a negligible correlation to the total score.

3. Guttman Scale:

In 1941, Guttman constructed a scale to measure and study the level of morale in American soldiers.

Guttman’s scale possesses the following main elements.

a) To determine whether any statement can be shown upon by the scale or not.

b) To prepare scalogram to test the consistency of any statements.

c) To vary the questions concerning the some problem in such a manner as to determine that the

opinion of the subject is consistent.

3.2.5.1 (b) Rating Scales:

The second method of measuring attitudes is rating scales. The special feature of the rating scale is

that the attitudes are evaluated not on the basis of the opinions of the subjects but on the basis of the opinion

and judgements of the experimenter himself.

In the rating scale the experimenter collects the data by the following means:

a) Non-Verbal behaviour, such as accepting or rejecting customs.

b) Verbal behaviour, such as expressing concurrence of objection.

c) Secondary expressive cues, such as facial expressions etc.

d) Clinical type interview.

e) Personal documents, such as autobiography, letters, diaries etc.



30

f) Projective techniques, such ink-blot test.

g) Immediate experience, such as emotions, thought, perception, imagination of the individual etc.

The experimenter get enough data regarding attitudes through the above means. The speechless

behaviour of the individual also provides a lot of information through of course precautions must be taken

while interpreting it. Compared to speechless behaviour, the easier method of understanding attitude is that of

conversation. In addition to conversation, various facial expressions and the fluctuations in the volume of

sound are also good indicators of attitude. In a clinical interview the subject can be made to respond to

questions from which he would normally hesitate, but does so now under the belief that the answers are

necessary for his treatment. Diary, essays, letters, poetry, story and other kinds of individual writings manifest

the attitude of the individual. Projective techniques have also proved very useful in revealing attitudes and

two among them are Rorschach’s Ink-Blot Test, and Murray’s Genetic Appreciation Test.

Types of Rating Scales:

Rating scales are of two types, i.e., relative and absolute. One example of the relative method is

Rank Order Scale, while one example of absolute type is the Percentage of Population.

In the Rank Order Scale, the experimenter gives to the individuals attitude, a position in the scale

extending from the highest quality to the lowest quality. In examining the individual in the circumstances of

the human group his position, relatively to the position of others, is kept in view. In this way, an individual is

give a relative position in the population. In the other method, the definite population is put to the test and the

opinions of one individual are examined. The opinions of the individual are placed on a scale which shows the

percentage of the population concurring with his opinions as well as the percentage differing from him. This

also reveals the percentage of his opinions in which leads the population and the percentage in which he

behinds the population.

3.2.5.1 (c) Indirect Scales:

The third method for the measurement of attitudes is that of indirect scales. All the methods so far

discussed for the measurement of attitude suffer from the defect that the subject generally realises that he is

being examined and hence he tries to conceal his real attitudes. So, the psychologists have favoured the

indirect scales for the measurement of attitudes, in which it cannot be guessed that tendencies are being

examined. In 1938 Asch, Hertzman and other scientists attempted to study attitudes by way of the indirect

scales. The changes in the opinions in industrial groups are studied with the help of sings. Presently, many

social psychologists are making efforts to study attitudes by indirect scales.

Knowledge of interests is important for the task of guidance. The task that an individual can perform

with success and efficiency depends upon his interests, besides his intelligence and general abilities, while

suggesting a particular cause to be studied by an individual, his intelligence, ability and interest must be kept

in mind. Whether the guidance is educational or vocational, it is essential for the to be aware of the interests

of individuals. Normally most novices to the intricacies of psychology think that the only way of knowing a

person’s interest is to enquire them from him. Science cannot rest satisfied with such cursory enquiry. It

requires that every element, with which it is required to deal, should be as objectively determined as possible.

Hence, psychology has invented many tests whereby it discovers and measures interest.

Tests of Interest:

The simplest and most prevalent test of interests is asking the individual himself. The subject is

equipped with a long list of interests and he is required to pick out the vocations that interest him, the
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psychologist thereby coming to know what interests the subject, or at least, what the subject thinks is of

interest to him. Of these Margaret E. Hoppock’s check lists of occupation is of particular importance and

deserves mention.

Limitations of Interest Inventories:

The above described inventories of interests, to a certain extent, help in guiding an individual regarding

his occupation, but these lists suffer from some limitations which are as under:

a) Difficulty in collecting description of vocation:

Vocational inventories or lists provide description of vocations, but it is manifestly difficult to collect

a complete description of any vocation, that is a description of all activities undertaken in it, the natural

abilities required for those functions and the interests required, and other equally nebulous details.

b) Suspect Responses :

The subject is not examined as to his occupation, interests and functions but his reactions are Enquirer

from him. The material yielded from him is not scientific and there is no way of ascertaining the accuracy and

validity of the answers provided.

c) Variability of interests :

Interest is not a permanent part of trait of the individual’s nature. Interest keeps on varying and to

maintain the individual’s interests create a problem, the lists of interests or inventories are no foolproof or

even provisionally reliable methods of determining a person’s interest in a particular profession.

d) No Relation of Invariable Concomitance between Interest and Success:

To forecast success on the basis of interest shown in the vocational preference lists is not scientific.

That an individual is definitely interested in a particular profession is no guarantee that he will also succeed in

it.

e) Classification of Occupations is Not Scientific :

Another major fault in these inventories is that those are not classified scientifically. Every profession

has its own specific functions, responsibilities and qualities that lead to success. To prepare a list of all the

occupations and then to include a detailed description of each is a difficult test.

3.3. SELF-ASSESSMENT QUESTIONS:

1. Explain the meaning of Attitude.

2. Briefly explain the components of attitude.

3. Explain the terms opinion scales and rating scales.

3.4. SUMMARY:

Attitude is an important concept in psychology. In this several kinds of behaviours like beliefs, opinions,

stereotypes, prejudice are closely connected with attitudes. It may be defined as a learned orientation or

disposition towards an object, person, situation or issue which makes an individual to react to them in fovourable

or unfavourable manner. Attitudes are general evaluations people make about themselves, other persons’

objects or issues. There are three components of attitudes, namely, evaluative component, cognitive component

and behavioural component one’s attitudes are normally permanent but they are also amenable to change.

The organisations have become interested in changing the attitude of their employees because of two reasons,

namely, attitudes and work performances are considerably related and we want to improve the work related
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attitudes ourselves. There are two types of attitude change, such as changing other’s attitude and changing

our own attitude. There are two methods of changing other’s attitude, namely Traditional*Approach and

Cognitive Approach.

Cognitive dissonance Approach is used for changing our own attitude. Dissonance has a close

relationship with attitude change. The measurement of attitudes can be made with the help of scales. These

scales have been divided into three categories, namely opinion scales, rating scales and indirect scales opinion

scales are methods of measuring attitude through the medium of opinions that accounts for the name. The

main forms of opinion scales are: Thurston Scale Construction Method, Likert Scale Construction Method

and Guttman Scale Construction Method, Rating scales are used to evaluate the attitudes on the basis of

opinion and judgement of the experimenter himself. The rating scales are of two types, namely relatives and

absolute. In the indirect scales, the changes in the opinions in the industrial groups are studied with help of

sings.

3.5. GLOSSARY:

Attitude: Attitude is a way of feeling or acting toward a person, thing or situation.

Cognition: Cognition is “the mental action or process of acquiring knowledge and understanding

through thought, experience, and the senses”.

Cognitive Dissonance: The state of having inconsistent thoughts, beliefs, or attitudes, especially as

relating to behavioural decisions and attitude change.

Psychological Quality: It refers to the total sum of psychological qualities an individual develops on

the basis of born gifts and later education (including that of the family, society, and school and conscious and

unconscious self-educations) and social practices.

Likert Scale: Likert scale is a five (or seven) point scale which is used to allow the individual to

express how much they agree or disagree with a particular statement.

3.6. ANSWERS TO SELF-ASSESSMENT QUESTIONS:

1. Refer to section (3.2.1)

2. Refer to section (3.2.2)

3. Refer to section (3.2.5.1)

3.7. TERMINAL QUESTIONS:

1. Explain the meaning and components of attitude.

2. What do you mean by attitude change? Describe the approaches used in case of attitude change.

3. Describe the dissonance and attitude change in detail.

4. Explain the methods used for measurement of attitudes.

3.8. SUGGESTED READINGS:

• Sharma, Ramnath, Industrial psychology, Rajhans Publications Meerut.

• Robbert C. Beck, Applying Psychology, Understanding People, PHI, 1982.

• Anastasi, A, Psychological Testing, Macmillan.

• Myers, C.S., Industrial Psychology.

*****
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Lesson-4

Human Engineering
Structure:

4.0 Introduction

4.1 Learning Objectives

4.2 Contents

4.2.1 Concept of Human Engineering

4.2.2 Scientific Management

4.2.3 Motion and Time Studies

4.2.3.1 Motion Studies

4.2.3.2 Principles of Motion Economy

4.2.3.2 (a) Symmetrical Movements

4.2.3.2 (b) Accessible work space

4.2.3.2 (c) Rhythm

4.2.3.2 (d) Distribution

4.2.3.2 (e) Circular Motions

4.2.3.2 (f) Reducing Minimum Number of Movements

4.2.3.2 (g) Elimination of Manipulative Movements

4.2.3.3 Time Study

4.2.4 Job Enlargement

4.2.5 Job Enrichment

4.2.6 Total Quality Management

4.3 Self-Assessment Questions

4.4 Summary

4.5 Glossary

4.6 Answers to Self-Assessment Questions

4.7 Terminal Questions

4.8 Suggested Readings

4.0 Introduction

An important part of an industrial psychologist’s work presupposes more or less precise understanding

of the work-situation, i.e. work environment and human performance, The problem of achieving optimum

efficiency in production and making work more pleasant and satisfying to the employees are dependent on

them. The environmental conditions also often have a great impact on human work and performance, in this

lesson the primary aim is to introduce that area of industrial psychology which is mainly concerned with

effects of environmental variable upon human abilities and work, it is an area which is known as human

engineering, human factor engineering or engineering psychology. Though these terms are often used in a

loose sense in their broadest connotation they include one study of man in his working situation, his work

methods, the design of the equipment and tools he uses, spacing of work and various environmental factors

like temperature, illumination, noise etc., that effect his performance. The present lesson presents the concept

of human engineering and various studies related to human engineering.
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4.1 Learning Objectives

After reading this lesson, the student will be able to know:

• Concept of human engineering;

• Scientific Management;

• Motion and Time Studies;

• Job Enlargement;

• Job Enrichment;

• Total Quality Management

4.2 Contents

4.2.1 Concept of human engineering

Human engineering is an area of industrial psychology which is mainly concerned with effects of

environmental variables upon human abilities and work. Though human engineering is often used in a loose

sense in their broadest connotation it includes the study of man in his working situation, his work methods, the

design of the equipment and tools he uses, spacing of work and various environmental factors like temperature,

illumination, noise, etc., that affect his performance. These factors affect adversely or beneficially human

work, productivity and the satisfaction that an employee derives from his work to a lesser or greater extent.

Industrial engineers also have contributed greatly in our understanding of many of these environmental factors.

Their collaboration with industrial psychologists has often resulted in break-through of many difficult problems.

It is essential to trace out some important landmarks that clearly tell how human ideas concerning the work

and productivity have gradually changed with time, mainly due to the industrial psychologist’s efforts and

experience.

4.2.2 Scientific Management

The term ‘Scientific Management’ was first used by F.W. Taylor in 1890 in connection with the new

work method he introduced in Bethelhem Steel Company. According to F.W. Taylor, scientific management

is based upon two basic facts, i.e., the first one is, all that the workers want is increase in their wages, and the

second, all that an employer aims is at a low labour cost. According to him, the method of scientific management

invented by him could achieve both these objectives at a single stroke. He believed that his method was

scientific because he applied many engineering concepts to work situations such as timing the worker’s

movements and minimizing them with a view to save energy or avoid fatigue and classifying, tabulating and

interpreting his data with meticulous care of scientist. Taylor’s first study in scientific management, which

has achieved a status of historical importance and paved the way for the enormous development in engineering

psychology, related to the handling of pig-iron at Bethelhem plant. By the application of his method he showed

that a group of man who were loading pig slabs reach weighing 92 pounds) could increase their average

loading efficiency from 12 1/2 tons to 48 tons per man day. For achieving these spectacular results, he trained

his study group in systematic methods of picking the pig slabs and placing them in carriage with appropriate

movements and rest intervals. The implementation of his method actually showed an increase of 280 percent

in loading operations and this way achieved by upgrading the rate of wages by 60 percent. Taylor believed

that the average workman was dull and had no interest except earning some extra money. He also believed

that paying workers too much money was bad and thus justified the small increases in their salary by saying

that management was actually protecting workers by keeping their salary increases smaller. Employers were

quick in understanding the significance of Taylors work and soon the scientific management techniques were

applied to every conceivable industrial job. The idea of Taylor fell in disrepute with workers because they
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viewed scientific management as a clever tool of exploitation of worker’s interest by employers and resisted

bitterly. But it was the precursor of the time and motion studies, which has now been accepted as more or

less sound practices in industry and have contributed immensely to the increasing work efficiency as well as

the ease of work.

4.2.3 Motion and Time Studies

4.2.3.1 Motion Studies

Gilbreth and his wife Lillian’s studies on bricklaying are well known. It was a minute study of the

motions involved in bricklaying work. Unlike Taylor’s study, it involved many other aspects of work than

mere uses of rest pauses and constant supervision of work. It was aimed at reducing the 15 motions in entire

bricklaying operations to only 5 so that the rate of bricklaying could be increased from 120 to 350 per man

hour. Gilbreth was an engineer and his wife a psychologist and their work shows how a fusion of these two

disciplines can achieve economy without sacrificing the human consideration involved in every work. Gilbreth

also believed that the details of the work situation should be adjusted to the employee rather than forcing the

employee to the requirements of job. One of the most significant contributions of Gilbreth was the method of

breaking down the task into basic elements of motions which has been now widely practiced as Therblig

system. The system is explained in its essentials in the below Fig.

Figure

Therblig System of Motion Analysis

The Signs and their Meaning

   Symbol Name of symbol Symbol Name of symbol

Search Disassemble

Find Inspect

Select Pre-position

Grasp Release load

Transport loaded Transport empty

Position Rest for overcoming fatigue

Assemble Unavoidable delay

Use Avoidable delay

plan

η

β

υ
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The significance of the names and symbols could be understood by taking an example of a simple

work task like signing one’s name. A person usually keeps his pen in the coat pocket, so he must first search

and find it out then select (if he has more than one pen, transport it (to his fingers) loaded, disassemble it

(open), position it (put its point in the place at which he has to sign, use it (sign), assemble it (close it again),

transfer it (back to the pocket), search (where to keep it), position (tuck is properly) to the pocket; Once the

elemental motions are thus worked out for any job then the following six questions are asked and answered:

Is each Therblig necessary?

Can the task be made simpler by using fewer motions?

Can there be less motion in performance?

Can some of the steps be combined?

Can the sequence be changed?

Can move them one he made at the same time?

For instance, if you use a desk pen in a fixed position, this requires no assembling and disassembling

and also selection and probably the transport distance is also reduced. The applications of these simple

principles discovered by Gilbreth were tremendous. They basically involved breaking down of industrial jobs

into smaller and specific units so that each man performs a few simple and routine operations. Most of the

work in modern industry is basically derived from the motion-and-time study analysis suggested by Gilbreth’s

work. In most such attempts there is emphasis on de-skilling the job. Another logical development of Gilbreth’s

work has been to determine the most efficient method of executing a given operation and to train people to

work that way. It is argued, that when a person is left to learn an operation on his own, he will never learn to

perform it in a right way unless he is trained in the effective method of working. And this has been corroborated

by several well documented studies since he launched motion study.

Tool Arrangement: Another development of the motion and time techniques is to be found in tool

arrangement techniques. By arranging the work place and having a convenient place for every tool, the job

can be often greatly simplified. In such arrangement each tool used is given a special location on work place

and the most frequently used tools are most conveniently located. Such an arrangement helps the worker to

develop automatic habits and a considerable time is saved by eliminating the movements which are involved

in searching misplaced tools.

Tool Designs and other Arrangements: Another significant development is in the matters of designing

proper tools for work by improving their design to relieve the worker or unnecessary fatigue. Similar

developments are also to be found carrying, transporting and delivering movements by using mechanical

devices like conveyor belts, chutes, foot, hand and knee pedals of a wide variety.

Plant layouts: The time and motion principles have been also extended to design of offices, plants to

reduce movements and create a sense of well being, orderliness and work facilitation. This often include

proper arrangements for lighting, ventilation, reduction of noise, plans for avoiding congestion, facilities for

eating, rest pauses and even medical care.

4.2.3.2 Principles of Motion Economy

Research work after Gilbreth’s introduction of motion economy studies has developed certain guiding

principles or set of rules and though there is agreement among the researchers about their exact number, the

following should serve as broad illustrations.
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4.2.3.2(a) Symmetrical Movements: The right and left halves of a man’s body are mirror Images of each

other. This means that the movements of the two arms or hands are most simple when they are symmetrical.

For instance, a movement to the right with the right hand and to the left with left hand are very naturally made

simultaneously. Again a pair of such movements does not disturb the balance, whereas movement of either

alone does. The motion experts capitalize on this by using paired movements whenever possible. For instance,

the supply of bolts on the right hand side and the supply of nuts on the right hand side will make their assembly

a symmetrical pattern.

4.2.3.2 (b) Accessible work space: If a semi-circle is drawn on a table in a seated position with both hands

fully stretched out, and hands bent out at elbows, the space enclosed by the circles are the accessible work

spaces. The areas available by large circles involves the use of full arms and consequently the work that

requires the access to this larger area is more fatiguing than the activity that is confined within smaller half

circles.

4.2.3.2(c) Rhythm: It is important to patterning and combining movements into behaviour sequence. If a job

can be arranged to fit a natural rhythm, it can be easier to perform. For example, two stroke movements of

two different fingers require more time when made by fingers of one hand than when made by fingers of two

hands. However, it is not always easy to introduce rhythm in all operations, but where it can be introduced the

work is economic.

4.2.3.2 (d) Distribution: The amount of energy and movement required of the various parts of the body

should be distributed according to their strength and capacity, e.g. the legs could be used to operate heavy

loads because they have strong muscles. Some people have one hand stronger than other, and in such case it

should save a greater amount of work. Similarly fingers should be also adapted, depending upon their capacities.

4.2.3.2 (e) Circular Motions: A circular movement of hands between two pints is made more easily than

back and forth motion. When this is impossible, alternative ways of improving motion could be found out. For

instance, when jerky or zigzag motions cannot be replaced by circular motions, it is often desirable to slow

down such motions to avoid fatigue.

4.2.3.2 (f) Reducing Minimum Number of Movements:

There should be reduction of minimum number of movements so that the wages could be increased and the

cost could be reduced.

4.2.3.2 (g) Elimination of Manipulative Movements: Picking and handling objects requires a certain

amount of precision and the jobs should be so designed that, these movements are simplified or reduced. If

the required fine movements on a job are reduced, there will be greater economy of the work and energy.

4.2.3.3 Time Study

The analysis of the movements associated with a job may be also accompanied by the measurement

of time spent on various operations constituting the job. In fact, the first demonstration of this was given by

F.W. Taylor when he applied the principles of scientific management to the handling of pig iron in the Bethelhim

Steel Company. The time study may then tell us how the operations are distributed. In an industrial set up, the

studies can be of great help in achieving economy in time and energy of workers. For example, the time spent

in finishing a job on the machine may be reduced if the sequence of the operations is changed. Similarly, the

work of several workers can be coordinated to reduce time, if time is lost in changing from one operation to

another by the same worker, the job may be so devised that each operation is worked by different persons to

make it economic. Similarly, certain jobs can be performed by well coordinated teams of workers to save

time. There are several ways in which the time studies can tell us how to avoid waste of time in industrial

work for achieving higher efficiency.
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The time study techniques are often aimed at finding the amount of time needed for workers to

perform various industrial operations. They are usually undertaken to provide production norms and incentives

to employees. They are carried on by a single or small group of workers, by carefully measuring with a stop

watch, how long it takes to perform each single operation of the job. The time studies are usually undertaken

often conducting motion studies so that during the time study, the workers are carrying out only those motions

that are necessary and most desirable on the job. The intention is to develop a basis or standard for comparison

of the work done by any worker doing the job. The time studies do not take into consideration only the time

required for the operations on the job, but some allowance is also made for the possible rest pauses the

worker may take as a result of fatigue during the operations or visiting the washroom, reaching for tools or

materials and so on, which are related jobs.

Workers and unions have usually a hostile attitude towards time studies because of the possibility of

their work being compared with the fastest workers in the job. They usually demand that the time standards

should be set up by taking into account the work of an average workers and not the fastest worker. As the

time studies are usually taken as the basis of payments made to the workers, their objections to it seems to be

reasonable because the fastest worker will always do the job in the shortest time and the average worker will

never be in a position to catch up with them, particularly the levels of their earnings, if work standards are

based on the time studies of the fastest workers.

The research work carried on time studies have clearly shown that it is not always a very reliable

method giving consistent results when a particular job is timed for its various operations. When many time

experts are observing the same operations performed by the same workers independently the average times

arrived at for each operation by them often vary considerably - indicating that subjective factors are at play.

Various methods have been suggested to make the time studies more consistent or reliable and one of them

is to train the time experts in the nature and methods of their work. However, the advantages of time study

for outweigh its limitations.

Though time and motion studies started as separate methods of investigating work, the methods soon

merged into one because of their common objective to achieve economy and ease in performance of work by

eliminating wastage of energy and time. Presently, motion study implies time study and vice versa, so they are

often called as Time and Motion studies or motion and time studies probably indicating their inseparable

association.

4.2.4 Job Enlargement

Job enlargement refers to increasing the number of tasks to be performed on a job so that variety of

activities is increased. But the care is taken that the levels of difficulty and responsibility of these new

activities are at par with original tasks. This is known as horizontal loading, e.g., the job of a cashier in a

departmental store can be expanded horizontally by asking him to put price tags on goods while not working

on cash counter or to pack groceries in addition to operating the cash counter. Gradually it was realized that

job enlargement did not left up the boredom of all employees. There were some employees who felt bored

because their jobs were not providing any intellectual stimulation or sense of accomplishment. To take care of

these needs another approach to design jobs emerged known as job enrichment.

4.2.5 Job Enrichment

Job enrichment takes place through vertical loading of the jobs. It not adds more activities to the

present job, but these activities are of more complex nature requiring more cognitive complexity, adaptability,
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higher span of attention, and higher aspiration level from the employees. It provides workers with more

control over the ways to perform a job. As job enrichment is a direct outgrowth of Herzberg’s Two Factor

Theory, it assumes that in order to motivate the workers the job must be designed in such a way that it

provides opportunities for achievement, recognition, responsibility, advancement and growth. It designs jobs

requiring higher level of knowledge and skill, gives workers more autonomy and responsibility in terms of

planning, directing and controlling their own performance and provides opportunity for personal growth and

meaningful work experience. Job enrichment usually includes the following steps:

(i) Combining several jobs into a larger job involving a wider variety of skills.

(ii) Giving each employee a natural unit of work so he can complete a meaningful task.

(iii) Allows employees more responsibility for quality control and self determination of work procedures.

(iv) Allows employees to deal directly with clients

(v) Provides channels of performance feedback so that an employee can monitor and correct his own

work behaviour.

(vi) It allows worker to exercise more control over the pacing of their work.

Lot of research has been made to test the effectiveness of job enlargement and job enrichment, e.g

McClelland (1991) studied the effect of job enlargement and reported that though it was very difficult and

expensive to train employees to perform the enlarged jobs them the separate jobs, major benefits were

displayed by the enlargement such as employees higher job satisfaction and less boredom. As one person

completed the whole natural unit of the job, there were better chances of correcting errors. Even customers

were more satisfied with the performance of company’s employees. Another very well known case involving

job enrichment was developed by Volvo, the Swedish auto manufacturer to combat the problems like strike,

high rate of absenteeism and turnover, etc. faced by the company in late 1960s. The programme was introduced

by Pehr Gyllenhammer (1977). The job in assembly plant were redesigned in such a way that workers

working in groups could freely plan, organize and check their own work. Though it was costlier methods of

manufacturing cars, it resulted in higher job satisfaction of the workers, reduction in absenteeism and turnover,

increase in quality of work performance and better interpersonal relations. In spite of these success stories,

we are not sure whether job enlargement and job enrichment are effective or no because there is hardly any

empirical support for these two approaches. There are only case studies indicating their success but a firm

opinion on the basis of these case studies cannot be formed. Certain problems have been highlighted in

implementing these programmes:

First of all, it has been reported that it is difficult to implement this programme because redesigning

the existing job is a costly affair. There may be constraints due to the technology needed to perform a

particular job. It may not be possible to do them differently. Secondly, apart from financial and technological

hurdles, the employees may also pose a problem by not accepting the programme. Thirdly, it is not proper to

assume that all workers want their jobs to be enriched. There are individual differences. Those with strong or

higher order needs, i.e. the need for esteem and self actualization respond favourably. Similarly, new employees

who are still trying to become familiar with the existing job will prefer structured jobs with lot of guidance and

would not prefer to accept challenges right in the beginning.

Generally, in redesigning jobs, the decision making power is passed on to job holders and very less or

no supervision is required. This gives rise to a situation where supervisor is held responsible for the behaviour

of the employees working under him but does not have the authority to influence them. So it may lead to
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higher satisfaction of the employee but it will also lead to dissatisfaction of the supervisor. Apart from that

even those employees whose jobs are not covered by enrichment programme may also be resentful and

dissatisfied. They may feel jealous and being left out of action. Though job enrichment helps people to grow

but gradually people outgrow the enriched job and start feeling boredom again. There is a limit to which an

organization can keep enriching the job of the people.

Job Characteristic Model:

Earlier research was not very clear about what constitutes job enrichment. Most of the researcher

used Herzberg’s theory as the base for enrichment but by 1970s and 1980s the two factor theory itself was

under lot of attacks. So psychologists wondered exactly what elements of job should be enriched to make job

enrichment effective? To answer these questions job characteristic model was offered by Hackman in 1976

and followed by Hackman and Oldham in 1980. Hackman (1976) pointed out that jobs should be redesigned

to help individuals regain the chance to experience that luck that comes from doing a job well, and once again

came about their work and about developing the competence to do it even better. According to this mode the

jobs should be designed in such a way that increase the feeling of improvement for the employee. No matter

what job people are performing in the organization, they must get the feeling that they are making an important

contribution to the organization. The elements of job which can bring such change in psychological states of

the employees should be targeted for enrichment programme. The model has identified five core job dimensions

that can help create three psychological states that can result in many positive outcomes, for both individuals

and for organizations as a whole. The five core dimensions identified includes skill variety, task identity, task

significance, autonomy and feedback. These core dimensions produce certain critical psychological states.

These states differ from person to person and from situation to situation. These three psychological states are

experienced meaningfulness, experienced responsibility and knowledge of results.

4.2.6 Total Quality Management (TQM)

Total Quality Management entered the vocabulary of management some years ago and has had an

impact on personnel management and industrial relations policies ever since. Some organizations have rushed

into TQM as the flavour of the month, and then retired hurt when it has not proved to be the quick fix they

were looking for in order to solve their basic management deficiencies. This unfortunate because the

fundamental concepts of TQM are very sound and relevant to modern organizations. Private sector organizations

who do not take quality seriously will soon become uncompetitive, while public sector organisations, likewise,

earn a reputation for second rate service. Most of the people are aware that TQM emanates from Japan,

where it is taken very seriously, especially in manufacturing. Some are also aware that the process actually

originated in the United States, and was passed to Japanese during post-war era of American support for

Japanese rehabilitation. The American most closely associated with this was Edward Deming. Japanese

manufacturers took it seriously and American manufacturing did not. America and, indeed, all Western

industrial nations .now have to take it seriously, confronted with the threat of import penetration by Japanese

quality products. TQM is largely associated with engineering and production management; however, it rests,

on a policy of productivity through people, adoption of an appropriate organizational culture and a major

investment in training, which is relevant to all types of organization. Different experts on TQM emphasis

different aspects of the process. Crosby is associated with the slogans Zero defects and right first time,

Deming with plan to check action, and Juran with fitness for use and quality is a mission for satisfying

customer expectations through continued improvement in all areas of activity. The British Quality Association

has put forward three alternative definitions of TQM. The first focuses on the so called soft quality characteristics,
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such as, customer orientation, culture of excellence, removal of performance barriers, teamwork, training,

employee participation and competition edge. The second places emphasis on hander aspects, including

production techniques such as systematic measurement and control of work, setting standards of performance

and statistical procedures to assess quality. The third is a mixture of hard and soft, comprising the three

features of an obsession with quality, the view that all employees are part of the one team. An experienced

senior British consultant’s view is that total quality:

a) is a process, not just a system - it requires change to organization culture;

b) takes time and consumes effort and energy;

c) needs commitment to an attitude and behaviour change on the part of every employee;

d) needs to be tailored to each organization;

e) is about customers, i.e., internal as well as external; and

f) is focused on continuous improvement.

The information of TQM uncovered four useful roles, i.e., change agent, hidden persuader, internal

contractor and facilitator.

4.3. SELF-ASSESSMENT QUESTIONS:

1. Explain the concept of Human Engineering.

2. Define the term Scientific Management.

3. Explain the guiding principles of motion economy.

4.4 Summary

Human engineering is an area of industrial psychology which is mainly concerned with effects of

environmental variables upon human abilities and work. It includes the study of man in his working situation,

his work methods,’ the design of the equipment and tools he uses, spacing of work and various environmental

factors that affect his performance. Scientific management, used by F.W. Taylor, is based on two basic facts,

i.e. all the worker want higher wages and increase their in whereas all employers want the low labour cost.

He invented that scientific management could achieve both of these in one stroke. He applied many engineering

concepts work situations such as timing the worker’s movement and minimizing them with a view to save

energy or avoid fatigue and classifying, tabulating and interpreting his date with meticulous care of scientist.

Gilbreth and his wife Lillian’s studies on brick laying is well known. It was a minute study of the motions

involved in brick laying work. These studies are known as motion studies. The main principles of motion

economy includes symmetrical movements, accessible work space, rhythm, distribution, circular motions,

reducing minimum number of movements and elimination of manipulative movements. The analysis of the

movements associated with a job may be also accompanied by the measurement of time spent on various

operations constituting the job. This is known as time study. It may then tell us how the operations are

distributed. Job enlargement refers to increasing the number of tasks to the performed on a job so that variety

of activities is increased. But the care is taken that the levels of difficulty and responsibility of these new

activities are at part with original tasks. This is also known as horizontal loading.

Job enrichment takes place through vertical loading of the jobs. It not adds more activities to the

present job, but these activities are of more complex nature requiring more cognitive complexity, adaptability,

higher span of attention, and higher aspiration level from employees. It provides workers with more control

over the ways to perform a job. It is a direct outgrowth of Herzberg’s two factor theory of motivation.
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Total Quality Management (TQM) is largely associated with engineering and production management;

however, it rests on a policy of productivity through people, adoption of an appropriate organizational culture

and a major investment in training, which is relevant to all types of organization. Some says that it refers to

zero defects and right first time, to check action and fitness for use and quality for satisfying customer

expectations through continued improvement in all areas of activity.

4.5. GLOSSARY:

Human Engineering: It is the study of mental and physical capacities of human beings in relation

to the demands made upon them by their job and by the equipment they have to use to carry out their jobs.

Motion Study: It is a systematic way of determining the best method of doing the work by scrutinizing

the motions made by the worker or the machine.

Time Study: It is a structured process of directly observing and measuring human work using a

timing device to establish the time required for completion of the work by a qualified worker when working at

a defined level of performance.

Motion Economy: It is the process of minimizing the physical and perceptual loads imposed on

people engaged in any type of work, whether it be in the office, the shop floor, the kitchen, or at the driving

wheel.

Plant Layout: It is the physical arrangement of production equipment, administration equipment,

utility equipment, storage equipment, transportation equipment, raw material, labour and service facilities

used in a factory to produce and ship a saleable item.

Job Enlargement: It refers to the horizontal expansion of jobs wherein more and more activities

and tasks are added to the existing job scope at the same level in the organization.

Job Enrichment: It is defined as the vertical expansion of a job, i.e. increasing the motivation of an

employee by enriching the job by increasing giving more responsibility, autonomy and control in execution of

the job.

Total Quality Management: It is defined as a customer-oriented process and aims for continuous

improvement of business operations.

4.6. ANSWERS TO SELF-ASSESSMENT QUESTIONS:

1. Refer to section (4.2.1)

2. Refer to section (4.2.2)

3. Refer to section (4.2.3.2)

4.7. TERMINAL QUESTIONS:

1. Write a note on scientific Management.

2. Describe the Time and Motion studies in detail.

3. Explain the concept of job enlargement, job enrichment and total quality management.

4.8. SUGGESTED READINGS:

• Blum, M.L., Naylor, J.C., Industrial Psychology, GBS Publishers, Delhi, 1984.

• Schein Edger, Organisational Psychology, PHI, New Delhi.

• Me Cromic E.J., llgevi, Industrial Psychology, PHI, New Delhi, 1984.

*****
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Lesson-5

Learning and Development
Structure:

5.0 Introduction

5.1 Learning Objectives

5.2 Contents

5.2.1 Meaning and Concept of Learning

5.2.2 Theoretical Processes of Learning

5.2.2.1 Behaviourist Theories

5.2.2.1 (a) Classical Conditioning

5.2.2.1 (b) Operant Conditioning

5.2.2.2 Cognitive Theories

5.2.2.3 Social Learning Theories

5.2.3 Principles of Learning

5.2.3.1 Learning Curve

5.2.3.2 Knowledge of Results

5.2.3.3 Accuracy and Speedy Performance

5.2.3.4 Distributed Learning

5.2.3.5 Transfer of Learning

5.2.3.6 Part v/s Whole Learning

5.2.3.7 Motivation

5.2.4 Conditions for Learning Development Process

5.3 Self-Assessment Questions

5.4 Summary

5.5 Glossary

5.6 Answers to Self-Assessment Questions

5.7 Terminal Questions

5.8 Suggested Readings

5.0 Introduction

Although learning has not been as popular a construct in Organization behaviour as motivation or

attitudes, both scholars and practitioners would agree on its importance to both the understanding and effective

development and management of human resources. In fact, all organizational behaviour is either directly or

indirectly affected by learning. A worker’s skill, a manager’s attitude, a staff assistant’s motivation, or an

accountant’s made of dress are all learned. The application of learning process helps in changing the employees

behaviour which leads to their development and improvement in the performance. The training is an important

part of the learning process. The main aim of this unit is to provide an overview of the learning process and
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principles that serve as a foundation and point of departure for presenting organizational reward systems and

the behavioural management approach. This unit highlights the concept of learning, theories of learning,

classical conditioning, operant conditioning and conditions of learning development process.

5.1 Learning Objectives

After reading this lesson, the student will be able to know:

1. Meaning and concept of Learning;

2. Theoretical Processes of Learning;

3. Principles of Learning; and

4. Conditions of Learning Development Process.

5.2 Contents

5.2.1 Meaning and Concept of Learning

Learning is a key process, some would say the key process in human behaviour. It pervades everything

we do and think. It plays a central role in the language we speak, our customers, our attitudes and beliefs, our

goals, our personality traits both adaptive and maladaptive, and even our perception. It helps in the development

of individual which leads to the development of an individual and organization. Learning can be defined as any

relatively permanent change in behaviour that occurs as a result or experience. This definition of learning has

three important elements which are as under:

i. Learning is a change in behaviour for better or worse.

ii. Learning is a change that takes place through practice or experience; changes due to growth or

maturation are not learning. This part of the definition distinguishes learning from innately controlled

species - typical behaviour of some sort which arise from the genetic heritage of the species as it has

evolved over time.

iii. Before it can be called learning, the change must be relatively permanent, it must last a fairly long-

time. Exactly how long cannot be specified, but we usually think of learned changes in behaviour as

lasting for days, months or years, unlike the temporary behavioural effects of factors such as alertness

or fatigue.

When we think about ourselves and learning we will come to known about the concept of learning.

If we read a book, we will learn something about that book but book learning is a small part of learning in our

life. After getting up in the morning, we dress up in certain way, eat something as breakfast and things about

the day ahead. Thinking involves the attitudes about other people or events; and it cause to worry about

something. It becomes very essential to know the principles of learning which helps in the development of

individual.

5.2.2 Theoretical Processes of Learning

The most basic purpose of any theory is to better explain the phenomenon in question. When theories

become perfected, they have universal application and should enable prediction and control. Thus a perfected

theory of learning would have to be able to explain all aspects of learning, i.e, how, when, and why, have

universal application and predict and control learning situations. Till date, no such theory of learning exists.

Although there is general agreement on some principles of learning, there is still disagreement on the theory

behind them. This does not mean that no attempts have been made to develop a theory of learning. In fact

opposite is true. The most widely recognized theoretical approaches incorporate the behaviouristic and cognitive

approaches and the newly emerging social learning theory. It is essential to understand these three learning

theories to study the development of organization or organizational behaviour.
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5.2.2.1 Behaviouristic Theories

The most traditional and researched theory comes out of the behaviourist school of thought in

psychology. Most of the principles of learning, organizational reward systems and the behavioural management

approach are based on behaviouristic theories or behaviourism. The classical behaviourists, such as Russian

pioneering behaviourist Ivan Pavlov and the American John B. Watson, attributed learning to the association

or connection between stimulus and response, i.e, S-R. The operant behaviourists in particular American

psychologist B.F. Skinner, give more attention to the role of consequences play in learning, or the response-

stimulus, i.e., R-S, connection. The emphasis on the connection, i.e., S - R or R - S, has led some to label these

the connectionist theories of learning. The S-R deals with classical, or respondent, conditioning, and R-S

deals with instrumental, or operant, conditioning. An understanding of these conditioning processes is important

to study the learning and serves as a point of departure for understanding and modifying organizational

beahviour or development.

5.2.2.1 (a) Classical Conditioning

Pavlov’s classical conditioning experiment using dogs as subjects is undoubtedly the single most

famous study ever conducted in the behavioural sciences. A simple surgical procedure permitted Pavlov to

measure accurately the amount of saliva secreted by a dog. When he presented a meat powder, i.e.,

unconditioned stimulus to the dog in the experiment, he noticed a great deal of salivation (unconditioned

response). On the other hand, when he merely rang a bell (neutral stimulus), the dog had no salivation. The

next step taken by Pavlov was to accompany the meat with the ringing of the bell. After doing this several

times, Pavlov rang the bell without presenting the meat. This time, the dog salivated the bell alone. The dog

had become classically conditioned to salivate (conditioned response) to the sound of the bell (conditioned

stimulus). Thus classical conditioning can be defined as a process in which a formerly neutral stimulus, when

paired with an unconditioned stimulus, becomes a conditioned stimulus that elicits a conditioned response; the

S -R connection is learned. The Pavlov experiment was a major breakthrough and has had a lasting impact on

the understanding of learning.

Despite the theoretical possibility of the widespread applicability of classical conditioning, most modern

theorists agree that it represents only a very small part of total human learning. Skinner in particular felt that

classical conditioning explains only respondent (reflexive) behaviours. These are the involuntary responses

that are elicited by a stimulus. Skinner felt that the more complex, but common, human behaviour affects, or

operates on, the environment. The latter type of behaviour is learned through operant conditioning.

5.2.2.1 (b) Operant Conditioning

Operant conditioning is primarily concerned with learning that occurs as a consequence of behaviour,

or R - S. It is not concerned with the eliciting causes of behaviour, as classical, or respondent conditioning is

operant conditioning has a much great impact on human learning than classical conditioning. Operant

conditioning also explains, at least in a very simple sense, much of organizational beahviour. For instance, it

might be said that employees work eight hours a day, five days a week, in order to feed, clothe, and shelter

themselves and their families. Working (conditioned response) is instrumental only in obtaining the food,

clothing and shelter. Some significant insights can be gained directly from this kind of analysis. The consequences

of organizational behaviour can change the environment situation and largely affect subsequent employee

behaviours. Managers can analyse the consequences of organizational behaviuor to help accomplish the

goals of prediction and control. Some organizational beahviour researchers are indeed using the operant

framework to analyse the effectiveness of managers at work. The specific differences between classical

and operant conditioning may be summarized as follows:
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1) In classical conditioning, a change in the stimulus, i.e. unconditioned stimulus to conditioned stimulus,

will elicit a particular response. In operant conditioning one particular response out of many possible

ones occurs in a given stimulus situation. The stimulus situation serves as a cue in operant conditioning.

It does not elicit the response, but serves as a cue for a person to emit the response. The critical

aspect of operant conditioning is what happens as a consequence of the response. The strength and

frequency of classically conditioned behaviours are determined mainly by the frequency of the eliciting

stimulus (the environmental event that precedes the behaviour). The strength and frequency of

operantly conditioned behaviours are determined mainly by the consequences (the environmental

event that follows the behaviour).

2) During the classical conditioning process, the conditioned stimulus, serving as a reward, is presented

every time. In operant conditioning, the reward is presented only if the organism gives the correct

response. The organism must operate on the environment in order to receive the award. The response

is instrumental in obtaining the reward. The following Tables gives some examples of classical and

operant conditioning.

Table

Examples of Classical and Operant Conditioning

Classical Conditioning

Stimulus Response

is stuck by a pin flinches

The individual is taped below the knee cap flexes lower leg

is shocked by an electric current jumps/screams

is surprised by a loud sound jumps/screams

Operant Conditioning

Response Stimulus

Works Is paid

The individual Talks to others Meets more people

Enters a restaurant Obtains food

Enters a library Finds a book

Works hand Receive praise and a promotion

5.2.2.2 Cognitive Theory

Edward Tolman is widely recognized as a pioneering cognitive theorist. He felt that cognitive learning

consists of a relationship between cognitive environmental cues and expectation. He developed and tested

this theory through controlled experimentation. He was one of the first to use the now famous white rate in

psychological experiments. He found that a rat could learn to run through an intricate maze, with purpose and

direction, toward a goal (food). Tolman observed that at each choice point in the maze, expectations were

established. In other words, the rat learned to expect that certain cognitive cues associated with the choice
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point might eventually lead to food. If the rat actually received the food, the association between the cue and

the expectancy was strengthened, and learning occurred. In contrast to the S-R and R-S learning in the

classical and operant approaches, Tolman’s approach could be depicted as Stimulus-stimulus (S-S), .or learning

the association between the cue and the expectancy.

Besides being the fore runner of modern social learning theory, Tolman’s S-S cognitive theory also

had a great impact on the early human relations movement. Industrial training programmes in the 1940s and

1950s drew heavily on Tolman’s ideas. Programmes were designed to strengthen the relationship between

cognitive cues (supervisory, organisational and job procedures) and worker expectations (incentive payments

for good performance). The theory was that the worker would learn to be more productive by building an

association between taking orders or following directions or expectancies of monetary reward for this effort.

Today, the cognitive sciences focus more on the structures and processes of human competence, i.e., the role

of memory and information processing, rather than on the acquisition and transition processes that have

dominated learning theory explanations. In organizational beahviour, the cognitive approach has been applied

mainly to motivation theories. Expectations, attributions and locus of control and goal setting are all cognitive

concepts and represent the purposefulness or organizational behaviour.

5.2.2.3 Social Learning Theory

Social learning theory combines and integrates behavuiourist and cognitive concepts and emphasizes

the interactive, reciprocal nature of cognitive, behavioural and environmental determinants. It is important to

recognize that social learning theory is a behavoural theory and draws heavily from the principles of classical

and operant conditioning. But equally important is the fact that social learning theory goes beyond classical

and operant theory by recognizing that there is more to learning than direct learning via antecedent stimuli and

contingent consequences. Social learning theory posits that learning can also take place via vicarious, or

modeling and self control processes. Thus, social learning theory agrees with classical and operant conditioning

processes, but says they are too limiting and adds modeling and self control processes and cognitive dimensions

such as self-efficacy.

The vicarious or modeling processes essentially involve observational learning. Modeling in accordance

with social learning theory can account for certain behaviour acquisition phenomena that cannot be easily

fitted into either operant or respondent conditioning. Miller and Dolland suggested that learning need not

result from discrete stimulus- response or response-consequence connections. Instead learning can take

place through imitating others. Albert Bandura is most closely associated with the modern view of modeling

as an explanation of learning. Bandura has done considerable research that demonstrate that people can

learn from others. This learning takes place in two steps. First, the person observes how others act and then

acquires a mental picture of the act and its consequences. Second, the person acts out the acquired image,

and if the consequences are positive, he or she will tend to do it again. If the consequences are negative, the

person will tend not to do it again. This, of course, is where there is a tie-in with operant theory. But because

there is cognitive, symbolic representation of the modeled activities instead of discrete response - consequence

connections in the acquisition of new behaviour, modeling goes beyond the operant explanation. In particular,

Bandura concludes that modeling involves interrelated sub-processes such as attention, retention and motoric

reproduction, as well as reinforcement.

Self- efficacy: Drawing from social-learning theory, self-efficacy has recently become an important

construct in organizational behaviour. Bandura has defined self-efficacy as the self- perceptions of how well

a person can cope with situations as they arise. The people who think they can perform well on a task do

better than those who think they will fail. In other words, there is evidence that those employees with high-

self efficacy tend to preserve and end up doing a good job without suffering stress or burnout.
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5.2.3 Principles of Learning

Reinforcement and punishment play a central role in the learning process. Most learning experts

agree that reinforcement is more important than punishment and is the single most important principle of

learning. Yet there is much controversy over its theoretical explanation. The first theoretical treatment given

to reinforcement in learning and the framework that still dominates today is Thorndike’s classic law of effect.

It is not easy to set up effective learning programme without knowing the psychological principles underlying

the process of learning. These principles aims at gaining maximum efficiency in any learning situations, be it

of simple skill learning making use of simple eyes and hands co-ordination movements, or a complex one as

involved in the jobs of executives or managers or supervisors. The several concepts which are basic to

evolving a sound development programme are briefly outlined as under:

5.2.3.1 Learning Curve

One of the best tools the psychologist have devised to understand the intricacies of learning process

is termed as learning curve. By using suitable measures of learning such as errors made in each trial, time

taken per trial, the right responses learned in each trial etc., we can chart out the progress of learning in any

skill and present it graphically in the form of learning curve. This pioneering aid to understand learning

process was first discovered by Bryon and Harten for learning the skill of sending telegraphic messages. The

main characteristics of the learning curve is the daily ups and down in the curve which may result from

various reasons such as changes in incentives, efforts, physiological, conditions, etc., of the subject. Psychologists

have found that regardless of the tasks involved, most learning curves show the basic features, rapid increase

in the earlier learning period, tampering off towards the end in the process and the day to day fluctuations.

Occasionally but not always, learning curves show plateaus which are the areas in the learning curve which

indicate no progress in learning, usually indicated by temporary flattering of the curve. They are usually likely

occur when the task is complex and especially when it involves two or more different levels of complexity.

Learning curve is an essential aid in understanding the learning process. They can be altered to a considerable

extent by devising right methods of training and can very well reflect their effectiveness. In fact, it can be

used as the best method in evaluating the effectiveness of different training methods.

5.2.3.2 Knowledge of Results: Feedback

Another psychological principle that has clearly emerged out of psychological research on learning is

variously known as KR, short name for the knowledge of results and more recently used term feedback, i.e.,

a term borrowed from engineering science, knowledge regarding one’s own performance on any type of

learning task is an essential condition in learning of all types whether formal or industrial. The explanation for

this fact is generally attributed to either information that the learner gets from it and the reinforcement of the

appropriate responses that follow when he knows that he has made a right response in learning situation. The

advances in our knowledge of learning now make it possible to understand clearly the various categories of

feedback that may enter into various training situations depending upon the kind and the source of information

involved.

Extrinsic Vs Intrinsic Feedback: Knowledge about the performance of a task can come from

cues internal to the organism, such as muscle tensions, movement of body etc., are called intrinsic feedback.

It may also come from the cues that are external to organism.
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Primary and Secondary Feedback: Extrinsic feedback can be primary and secondary, for instance,

in target shooting, the target would provide primary feedback concerning the performance, whereas the

facial expressions or remarks of the trainer may serve as secondary feedback.

Augmented Vs Summary Feedback: Augmented feedback is of secondary type and may occur

at most simultaneously with the performance without almost any time lag, e.g., if an instructor says at the

time of shooting as fine or you have missed, there is an augmented feedback. Summary feedback on the

contrary may follow from reviewing how accurately you have performed.

Specific Vs General Feedback: Both are of primary type. The specific refers to the very precise

primary feedback whereas the general refers to the rather overall feedback. They are analogous to the

augmented and summary feedback.

The research on knowledge of results and its relationship with performances has now more or less

clearly established that it is one of the single most important factors that is linked up with the speed of

learning. The research also shows that the learning process is drastically hindered in the absence of KR.

Positive KR is much more effective than negative KR, i.e., informing the subject what is appropriate response

in a learning situation has a better effect than merely informing him that his responses are not correct.

Similarly, delay in KR is usually detrimental to the learning possibly because of the loss of valuable information

in forgetting. The importance of providing feedback in industrial psychology is very great, particularly in skill

learning where the novice has often to start from a scratch.

5.2.3.3 Accuracy and Speedy Performance

Learning tasks are viewed differently by learners depending upon the emphasis the instructor puts on

certain aspects of performance. Research has now more or less established that how a learner views the

learning task can be a crucial factor in learning, how he views it, of course, depends upon the instructions

given to him. When the instructions are do your level best, a learner is left on his own to find out what is the

best, that he can do but he is not in a position to know what KR is crucial for learning of the task. Learning by

speed is not useful for development whereas learning by accuracy is useful for the training and development.

The speed of work can come once the learning is made by accuracy.

5.2.3.4 Distributed Learning

Another well established learning principle is that of distributed or spaced practice. By spaced practice

we mean, the task is not learned continuously but often sufficient intervals between, practice periods. Available

evidence shows that most tasks, however simple or complex they may be, can be learned faster and with

greater economy of effort if distribution method is followed. The most ticklish problem is, however, that of

determining the gaps or time intervals between practice sessions that will be useful. This problem can be

solved on by empirical surveys rather than anything else, because researchers have not been able to say

exactly what should be the internal to achieve maximum possible effects of distribution. General trends,

however, show that short practice periods, interrupted by short and frequent rest periods generally results in

great economy than long practice periods as well as lengthening of rest intervals.

5.2.3.5 Transfer of Learning

One more principle of learning that is almost all pervading and which enters in almost every learning

and training situation is known as transfer of learning. Everyone of us has experience of it in several learning

situation of our life. For instance, when we learn to play tennis, we find playing badminton much easier than

would have been otherwise. Similarly, when we learn to play a musical instrument we find it easier to learn
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another musical instrument if both of them are string instruments. When previous learning facilitates our

present learning we have cases of what is known as positive transfer. But transfer can also be negative, i.e.,

previous learning instead of facilitating performance may actually interfere or creates difficulties in it. In most

of the situations the transfer takes place whether it is positive or negative. It is only in case two tasks are

unrelated with each other in their operation that transfer does not occur. For example, learning to write may

produce neither positive nor negative transfer in learning to play a musical instrument, though both involve use

of hands and fingers.

The explanation why transfer of learning occurs is based on the concept of identical elements, i.e.,

the greater the number of task elements held in common between two tasks, the greater the transfer between

the tasks. More specifically transfer has been shown to be related to i) similarity in stimuli, and ii) similarity in

response between the tasks that are learned. Experimental work on transfer of learning has brought out

certain conditions under which positive or negative transfer can occur. It can serve as the best guide when

drawing a training programme for the development of individuals. The important among these are:

(i) Learning to make identical or similar responses to new stimuli usually results in positive transfer.

(ii) Learning to make identical or similar responses to an unidentical or dissimilar stimuli results in negative

transfer.

(iii) The extent of transfer, whether it is positive or negative depends upon similarity relations in stimuli.

(iv) Both positive and negative transfer are largely the results of similarity in responses to the first task

and the second task.

(v) Positive transfer goes on increasing with increase in the similarity of responses between the two

tasks, but when responses are completely dissimilar, the result is always negative transfer.

The learning programmes should be devised in such a manner so that they donot involve much cost

and time to the organisation.

5.2.3.6 Part Vs Whole Learning

The objective of learning in an industry is for the development so that a desired level of competence

in the performance of any task, or skill, or job could be achieved. In achieving this very often the size of the

unit to be learned is always a crucial factor. One special problem related to this, particularly in many industrial

situations, is should we try to teach the entire task as one unit or should be break the task in units and then

teach each of its segments separately? It is the problem of part versus whole learning, which has been

engaging the attention of psychologists since the turn of this century. But despite of tremendous research it

cannot be said which of these two is more efficient in learning. In the recent researches it has been shown

that tasks have two varied characteristics, i.e., task complexity and task organization. Research work done

by Naylor and several others have shown that total difficulty of any task is usually the function of task

complexity and task organization and the following principles can work as guidelines concerning whether we

should follow the part method or whole method when task is of high organization, the whole task training is

more efficient whereas in case of low task organization, part method is more superior for learning.

5.2.3.7 Motivation

The role of motivation is most crucial in all the learning situations. One cannot teach to a disinterested

person, the problem of creating involvement and interest is the problem of motivation. This can be brought

about in various ways. First the learner must know that whatever he is learning is going to be of great use to

him and for development. Otherwise he will be rarely motivated or interested in learning the task. In industrial
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situations many opportunities are available that can motivate the individual highly to learn. For example, when

a person is promised that he will get the much sought often promotion if he completes certain specific

courses, or when a person aspiring for a job is told that, the job is his, provided he undergoes the prerequisite

training and completes it satisfactorily in a given time. Individuals develop them very fast under such motivated

conditions.

5.2.4 Conditions for Learning Development Process

The main conditions for the effective learning development process can be summarized as under:

(i) Motivation is the basic condition for learning of any sport.

(ii) The number of units or lessons to be taught should be thought properly.

(iii) The amount to be learned in a unit should not be too large or too small or simple.

(iv) The amount to be learned should be always related to desired job performance or the objectives of

training.

(v) The task to be performed should not be described but should be demonstrated in actual or stimulated

conditions. This is especially important for doing industrial skills.

The above conditions are necessary for the learning development process whereby the individual will

be provided training under different methods and the development will take place.

5.3. SELF-ASSESSMENT QUESTIONS:

1. Explain the meaning of Learning.

2. Explain the Principles of Learning.

3. State the conditions for Learning Development Process.

5.4 Summary

Learning plays a central role in the development of an individual. Learning can be defined as any

relatively permanent change in behaviour that occurs as a result or experience. This definition has three

elements such as, change in behaviour for better or worse, change through experience and change should be

permanent. There are three theories to study the development or organization or organizational behaviour.

These are Behaviouristic Theories, Cognitive Theories and Social Learning Theories. Behaviouristic theory

is based on the two types of conditioning, i.e., classical conditioning and operant conditioning. Classical

conditioning is a process in which formerly neutral stimulus, when paired with an unconditional stimulus,

becomes a conditioned stimulus that elicits a conditioned response. Operant conditioning is primarily concerned

with learning that occurs as a consequence of behaviour. Cognitive learning consists of a relationship between

cognitive environmental cues and expectation. Social learning theory combines and integrates behaviourist

and cognitive concepts and emphasizes the interactive, reciprocal nature of cognitive, behavioural and

environmental determinants. There are some principles of learning which play a central role in the learning

process. The several concepts which are basic to evolving a sound development programme includes learning

curve, knowledge of results, accuracy and speedy performance, distributed learning, transfer of learning, part

vs whole learning and motivation. In the end, certain conditions for learning development process has been

described.

5.5. GLOSSARY:

Classical Conditioning: It refers to a learning procedure in which a biologically potent stimulus (e.g.

food) is paired with a previously neutral stimulus (e.g. a bell).
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Operant Conditioning: It is a method of learning that occurs through rewards and punishments

for behaviour. Through operant conditioning, an association is made between behaviour and a consequence

for that behaviour.

Cognitive Theory: It is an approach to psychology that attempts to explain human behavior by

understanding your thought processes. For example, a therapist is using principles of cognitive theory when

she teaches you how to identify maladaptive thought patterns and transform them into constructive ones.

Self- efficacy: It is defined as people’s beliefs about their capabilities to produce designated levels of

performance that exercise influence over events that affect their lives. Self-efficacy beliefs determine how

people feel, think, motivate themselves and behave.

Motivation: It refers to degree of readiness of an organism to pursue some designated goal and

implies the determination of the nature and locus of the forces, including the degree of readiness.

5.6. ANSWERS TO SELF-ASSESSMENT QUESTIONS:

1. Refer to section (5.2.1)

2. Refer to section (5.2.3)

3. Refer to section (5.2.4)

5.7. TERMINAL QUESTIONS:

1. Describe the meaning and concept of learning.

2. Explain the various theories of learning.

3. Write notes on classical and operant conditioning.

4. What is learning? State the conditions for learning development process.

5.8. SUGGESTED READINGS:

• Industrial Psychology, P.K. Ghosh and M.B. Ghorpade, Himalaya Publishing House, Delhi

• Industrial Psychology, Blum and Nayar, CBS Publishers and Distributors, Delhi.

• Innovations in Management for Development, B.L. Maheshwari, Tata McGraw Hill Publishing Co.,

New Delhi.

*****
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Lesson-6

Personality
Structure:

6.0 Introduction

6.1 Learning Objectives

6.2 Contents

6.2.1 Meaning and Concept of Personality

6.2.2 Personality Traits

6.2.3 Determinants of Personality

6.2.3.1 Heredity

6.2.3.2 Culture

6.2.3.3 Family Background

6.2.3.4 Experiences in Life

6.2.3.5 People we interact with

6.2.4 Personality Factors and Behaviour at work

6.2.5 Theories of Personality

6.3 Self-Assessment Questions

6.4 Summary

6.5 Glossary

6.6 Answers to Self-Assessment questions

6.7 Terminal Questions

6.8 Suggested Readings

6.1 Introduction

There are few words in the English language that have such a fascination for the general public as

the term personality. People talk a lot about personality - that a person has a dynamic personality, friendly

personality, aggressive personality and so on - but when someone asks to define what is personality we are

hard put to define it. Broadly, however when we talk of personality, we are usually referring to the ways in

which a person behaves with other people. An individual’s personality is assessed by the effectiveness with

which he or she is able to elicit positive reactions from a variety of persons under different circumstances. It

is in this sense that the teacher who refers to a student as presenting a personality problem is probably

indicating that his or her social skills are not adequate to maintain satisfactory relations with fellow students

and the teacher. The other use considers the personality of the individual to consist of the most outstanding or

salient impression that he or she creates in others. Personality plays an important role in the life of an

individual, hence, it is essential to know the concept of personality, characteristics of personality, theories of

personality and traits of personality. The present lesson highlights all such features of the personality of the

individual.
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6.1 Learning Objectives

After reading this unit, the student will be able to know:

1. Meaning and concept of personality;

2. Personality traits

3. Determinants of personality; and

4. Theories of personality.

6.2 Contents

6.2.1 Meaning and Concept of personality

Personality is a complex, multidimensional construct and there is no simple definition of what personality

is. However, personality can be examined in terms of a set of relatively stable characteristics and tendencies

that determines our thoughts, feelings, and behaviour and which have some continuity or consistency over

time. We can also try to understand personality as having a core, i.e., characteristics common in most of us,

and a periphery or those characteristics that have become a part of us because of what we have learnt from

our environment. Maddli (1980) defined personality as a stable set of characteristics and tendencies that

determine those commonalities and differences in the psychological behaviour (thought, feelings and actions)

of people that have continuity in time and that may not be easily understood as the sole result of the social and

biological pressures of the moment. This definition indicates that people have some traits in common with

others and they are also different from others in certain other respects. This is the reason that managers

cannot other respects. This is the reason that managers cannot assume that they can use the same kinds of

rewards or motivation techniques to influence every individual’s behaviour. This definition does not imply that

people donot ever change. It simply indicates that individuals donot change drastically overnight and their

thoughts, feelings, values and actions remain relatively stable over time. Changes in personality that take

place in individuals occur slowly over an extended period of time. Thus, by understanding some dimensions of

personality, managers can, to a great extent, predict the daily behaviours of employees. Through the years

there has not been universal agreement on the exact meaning of personality. Much of the controversy can be

attributed to the fact that people in general and behavioural sciences define personality from different

perspectives. Most of the people tend to equate personality with social success and to describe personality by

a single dominate characteristics. When it is realized that more than thousand of words can be used to

describe personality this way, the definitional problem becomes staggering. Psychologists, on the other hand,

take a different theoretical bases. As long as there is disagreement on the theory of personality, there will be

disagreement on its definition.

The word ‘personality’ has an interesting derivation. It can be traced to the latin words persona,

which are translated as ‘to speak through’. The latin term was used to denote the masks worn by actors in

ancient Greece and Rome. Common usage of word emphasizes the role which the person displays to the

public. The academic definitions are concerned more directly with the person than with the role played.

Probably the most meaningful approach would be to include both the person and the role. In addition, some

personality theorists emphasise the need to recognize the person-situation interaction, i.e., the social learning

aspects of personality. Such a social learning interpretation may be the most comprehensive and meaningful

to the overall study of organizational behaviour. Thus, a comprehensive discussion of personality should

include the uniqueness of each situation farther than the commonality assumed by the more traditional

approaches to personality, and any measure of personality must attempt to assess the person - situation
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interaction. In brief, in this text personality will mean how people affect others and how they understand and

view themselves, as well as their pattern of inner and outer measurable traits, and the person-situation

interaction. How people affect others depends primarily upon their external appearance and traits. In terms

of external appearance, a very tall worker will have an impact on other people different from that of a very

short worker. Obviously, all the ramifications of perception enter into these physical aspects of personality.

6.2.2 Personality Traits

Of more importance to organizational behaviour are the personality traits. In particular, fine personality

traits have recently emerged from research as being especially related to job performance. The characteristics

of these traits can be summarized as follows:

1. Extraversion - Sociable, talkative and assertive

2. Agreeableness - Good natured, cooperative and trusting

3. Conscientiousness - Responsible, dependable, persistent and achievement oriented.

4. Emotional stability - viewed from a negative stand point: tense, insecure and nervous

5. Openness to experience - Imaginative, artistically sensitive and Intellectual.

Although some of these characteristics, such as conscientiousness, hold up better than others, and

although they depend on the type and nature of job being performed, the identification of these big five traits

that relate to performance indicates the important role that personality plays in organizational behaviour.

Besides physical appearance and personality traits, the aspects of personality dealing with the self-concept

and the person-situation interaction also play important roles.

6.3 Determinants of Personality

Several factors influence the shaping of our personality. Major among them are heredity, culture,

family background, our experiences through life and the people we interact with. These can be explained as

under:

6.2.3.1 Heredity

There are certain genetic factors which play a part in determining some aspects of what we want to

become. Whether we are tall or short, experience good health or ill health, are quickly irritable or patient, are

all characteristics which can, in many cases, be trace to heredity. How we learn to handle others’ reactions

to us, e.g. our appearance and the inherited traits can also influence how our personality is shaped.

6.2.3.2 Culture

The cultural values we are surrounded by, significantly tend to shape our personal values and

predispositions. Thus, people born in different cultures have different personalities which significantly Influence

their behaviour. People in the west, for instance, generally tend to be more assertive than people in oriental

cultures. Employees in India tend to be more deferential to their superiors than, say, employees in USA. Such

differences are mainly due to the fact that cultural norms and expectations of what appropriate and acceptable

behaviour sought to be tend to vary across societies and cultures. It should be carefully noted, however, that

though cultural values may sharply delineate some personality differences among individuals indifferent cultures,

people born in the same culture will also tend to differ from each other in many characteristics. For instance,

some Indians will be more assertive, or less deferential to their superiors than other Indians. Stated differently,

between culture personality differences will tend to be significantly greater than within culture differences,

especially if each of the cultures compared is more homogenous than heterogeneous within itself.
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6.2.3.3 Family back group

The socio-economic status of the family, the number of children in the family and birth order and the

background and education of the parents and extended members of the family such as uncles and aunts,

influence the shaping of personality to a considerable extent. First borns usually have different experiences

during childhood than those born later. Members in the family mould the character of all children, almost from

birth in several ways, such as by role modeling, and through various reinforcement strategies such as rewards

and punishments which are judiciously dispensed. Think of how your own personality has been shaped by

your family background and parental or sibling influences.

6.2.3.4 Experiences in Life

Whether one trusts or mistrusts others, is miserly or generous, has a high or low self-esteem and the

like, is at least partially related to the past experiences the individual has had. Imagine if someone came to you

and pleaded with you to lend him some rupee which he promised to return in a week’s time, and you gave it

to him even though it was the note you had in your pocket to cover the expenses for the rest of the month.

Suppose that the individual does not show his face again and you are unable to catch hold of him for past

three years. If such incidents occur again and again then the probability will be low to give loan to another

person. Such characteristics of personality are molded by the frequent occurrence of such positive or negative

experiences in life.

6.2.3.5 People we interact with

A person is known by the company he or she keeps, is a common adage. The implication is that

people influence each other and tend to association members who are more like them in their attitudes and

values. From childhood, we are influenced by the people we interact with. First our parents and siblings, then

our teachers and classmates, later our friends and colleagues, and so on. The influence of these various

individuals and groups shapes our personality. For example, if we are to be accepted as members of our work

group, we have to conform to the values of that group which may or may not always be palatable to us; if we

donot, we will not be treated as valued members of the group. Our desire to be a part of the group and belong

to it as its member, will compel many of us to change certain aspect of our personality. Thus, our personality

becomes shaped throughout our lives by at least some of the people and groups we interact with.

In brief, our personality is a function of both heredity and other external factors that shape it. It is important

to know what predispositions influence work behaviours. There are some other important personality factors

that have an influence on work behaviour. These factors include need patterns, locus of control, introversion

and extroversion, tolerance for ambiguity, self - esteem and self concept, authoritarianism and dogmatism,

Machiavellianism, type A and type B personalities and work-ethic orientation.

6.2.4 Personality Factors and Behaviour at work

The important personality factors that determine what kinds of behaviours are exhibited at work can

be discussed as follows:

1. Need Patterns: Steers and Braunstein (1976) developed a scale for the four personality needs that

manifest themselves in the work settings. They are the needs for achievement, affiliation, autonomy

and dominance. Those who are high in achievement engage themselves proactively in work behaviours

in order to feel proud about their achievements and successes; those high in need for affiliation like

to work cooperatively with others; those high in need for autonomy function best when not closely

supervised, and those high in their need for dominance are very effective while operating in

environments where they can actively enforce their legitimate authority.
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2. Locus of Control: This concept denotes whether people believe that they are in control of events,

or events control them. Those who have an internal locus of control (internals) believe that they

control and shape the course of events in their lives, while those who have an external locus of

control (externals) tend to believe that events occur purely by chance or because of factors beyond

their own control. Internals, as compared to externals, seek more job-related information, try to

influence others more at work, more actively seek opportunities for advancement, and rely more on

their own abilities and judgment at work.

3. Introversion and Extroversion: Introversion is the tendency in individuals which directs them to

turn inward and experience and process feelings, thoughts and ideas within themselves. On the

other hand, extroversion refers to the tendency in individuals to turn outward of themselves searching

for external stimuli with which they can interact. While there is some element of introversion as

well as extroversion in all of us, people tend to be dominant as either extroverts or introverts.

Extroverts are sociable, lively, gregarious and seek outward stimuli or external interactions. Such

individuals are likely to be most successful working in the sales department, publicity office, personal

relations unit and soon, where they can interact face to face with others. Introverts, on the other

hand, are quiet reflective, introspective and intellectual people, preferring to interact with a small

intimate circle of friends. Introverts are likely to be successful when they can work on highly

abstract ideas, in a relatively quite atmosphere. It is believed that extroverts are likely to be more

successful as managers.

4. Tolerance for Ambiguity: This personality characteristic indicates the level of uncertainty that

people can tolerate without experiencing undue stress and can still function effectively. Managers

have to work well under conditions of extreme uncertainty and insufficient information, especially

when things are rapidly changing in the organization’s external environment. Managers who have

high tolerance for ambiguity can cope well under these conditions.

5. Self esteem and Self-concept: Self-esteem denotes the extent to which individuals consistently

regard themselves as capable, successful, important, and worthy individuals. Self-esteem is an

important personality factor that determines how managers perceive themselves and their role in

the organization. Self-esteem is important to self-concept, i.e., the way individuals define themselves

as to who they are and derive their sense of identity. High esteem provides a high sense of self-

concept, high self-concept, in turn, reinforce high self-esteem. Thus, the two are reinforcing.

6. Authoritarianism and Dogmatism: Individuals with authoritarian personality tend to use their

power somewhat high handedly with their subordinates, while at the same time, being deferential to

their superiors. Dogmatism refers to a person’s rigidity or inflexibility in being open minded to

other’s view point. A combination of high authoritarianism and dogmatism is not conducive to

creativity and organizational effectiveness since new ideas that people at lower levels in the system

have neither be listened to nor implemented.

7. Machiavellianism: Manipulation of others as a primary way of achieving one’s goals is what

Machiavellianism is all about. Individuals high on the Mach scale, a scale developed to measure the

extent to which an individual tends to be Machiavellian, tend to be cool, logical in assessing the

system around them, willing to twist and turn facts to influence others, and try to gain control of

people, events and situations by manipulating the system to their advantage. Machiavellian traits

are almost uniformally frowned upon in all societies.
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8. Type A and Type B Personalities: Type A persons feel a chronic sense of time urgency, are highly

achievement oriented, exhibit a competitive drive, and are impatient when their work is slowed

down for any reason. Type B persons are easy-going individuals who donot sense the time urgency,

and who donot experience the competitive drive. Type A people are significantly more prone to

heart attacks and may suffer health problems and these can be detrimental to both themselves and

organization. On the other hand Type B people are easy going individuals.

9. Work-Ethic Orientation: Some individuals are highly work-oriented while others try to do the

minimum that is necessary to get by without being fired on the job. The extremely work ethic

oriented person gets greatly involved in the job and lives up to being described as living, eating and

breathing the job. Extreme work ethic values could lead to traits of workoholism when work becomes

to be considered as the only primary motive for living with very little outside interests. Estrangement

from immediate family members could then occur.

6.2.5 Theories of Personality

There are certain theories of personality developed by various researchers which have been discussed

as under:

1. Carl Jung’s Analytical Theory:

Carl Jung (1923) identified four psychological functions used in gathering and evaluating information.

They are sensation, intuition, thinking and feeling. The first two functions are important for gathering information

and the last two for evaluating or judging the situation. Individuals are strong in either sensation or intuition

while gathering information, and they are strong in either thinking or feeling while evaluating or processing the

information.

Sensation and Intuition: Individuals gather data either through processing the facts and details in

the environment in a very methodical fashion, i.e., sensation type or through global visualizations of what the

scene depicts i.e., intuition types. The sensation type individual depends on a lot of information to assess the

situation, is pragmatic and down to earth, and concentrates on the present time. The intuitive type, on the

other hand, relies on hunches and non-verbal cues, simultaneously, considers several alternatives and quickly

discards the non viable ones, is very imaginative, and is more futuristically oriented. Both sensing and intuitive

types have their advantages and disadvantages.

Thinking and Feeling: People evaluate and make judgements either in an impersonal and objective

fashion or in a more personal and subjective way. The thinking type person makes systematic enquiry, is

unemotional and highly analytical and rational in making judgments. The feeling type person places much

reliance on human feelings and emotions, is very empathic sentimental, and tries to read between the lines

while evaluating situations. The thinking type people feel comfortable when logic and good analysis are the

basis of decision-making and such individuals are generally unemotional and not very sensitive to the feelings

of others.

Based on the above discussion, the managers can be of one of the following types:

a) Sensation - Thinkers;

b) Intuitive - Thinkers;

c) Sensation - Feelers

d) Intuitive - Feelers
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The effectiveness and ineffectiveness of each of these styles for solving problems in an organization

can be discussed as under:-

a. Sensation - Thinkers: Managers with these characteristics create effective structures for the

organizations which insure stability. They are seldom wrong with their facts and they are dependable

leaders. Some of their weaknesses include extreme impatience with delays and imperfections, and

their ineffectiveness when quick changes are necessary since they are unable to act quickly.

b. Intuitive - Thinkers: Managers with these intuitive are the proactive change masters. They see

relationships among the various goals and activities and they build new systems giving much thought

to the effects of their ideas on operating effectiveness. Their main weaknesses is that they may be

insensitive to the feelings of others anti are likely to face difficulty in handling interpersonal relations.

c) Sensation - Feelers: Managers with these orientations are pragmatic and can deal with the problems

they confront in a very systematic way. They have the cooperation of the people working for them

and they know how to effectively use available resources rather than fight the system. Their main

weakness is that they are unable to conceptualize new scheme of things and hence the status quo

may prevail in the system.

d) Intuitive - Feelers: Such type of managers are very effective in group settings where new ideas

are to be formulated to move the organization towards success. They are also good mentors,

developing their subordinates personally and professionally. Their possible weaknesses include their

basing certain decision on personal likes or dislikes rather than on objective criteria, and spending

much time seeking approval from others.

As each type has its strengths and weaknesses, it is useful to know our personality instincts towards

problem solving which will help us to see organizational settings where we can be most effective. It must be

noted that these individual differences in personality have not included some other individual differences like

abilities, aptitudes, skills, educational knowledge, training and work experience which influence success at

work.

2. Maddi’s Models of Personality

Maddi groups all the personality theories that exist, under three categories or models, i.e. conflict

model, self-fulfillment model and consistency model. These models explain the behaviour of individuals as a

function of their seeking to reduce tensions, or attaining psychological rewards, or achieving cognitive

consonance respectively.

The Conflict Model: This model of personality depicts people to be constantly caught in the group of

two opposing powerful forces. Both the forces could operate within one’s self or one of the opposing forces

can come from the environment. For example, I am torn within myself between my sense of duty to my

family as a full time home maker and my keen desire to pursue my career goals and get deeply involved in my

work role outside my home. I am operating under conflict model where I am trying to resolve two opposing

needs I have within me, i.e., to be a good and dutiful spouse and parent or to be a career person. In this case

both opposing forces comes within myself. Thus, if I bring my mother to look after children, this will reduce

my guilt about neglecting home and will allow me to pursue career. So, my behaviour occurs as a tension

reducing mechanism in dealing with conflict I experience.

The Self-Fulfillment Model: In contrast to the conflict model, the fulfillment model depicts one

great, beautiful, positive force within the individual which drives the person either to self-actualize or to reach
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perfection. The self actualization version of the model portrays the individuals as fulfilling a grand design, i.e.,

the individual is constantly striving to think about and reach the very best of his or her potential. Since the

process of self-actualization is never completed, the fulfillment model explains behaviour to be motivated

because of individual’s search for intrapsychic rewards which are attained as one reaches the different goals

one keeps striving for constantly through life. The prefect version of the model depicts behaviour as oriented

towards attaining perfection in one sphere to compensate for one’s inadequacy in another area. The fulfillment

model explains behaviour in terms of our search for self-fulfillment and perfection.

The Consistency Model: The consistency model is where the person and the environment get most

interlocked. All individuals have their own self perfections of which they are, their abilities and strengths, and

their weaknesses and drawbacks. In order to understand whether others perceive them the same way they

perceive themselves, individuals seek some feedback from their external operating environment. If the feedback

they receive is consistent with their own self perceptions, it creates cognitive dissonance in them and they

strive to either change their self perceptions or the perceptions of others as to who are they, so that they

reach some cognitive consistency. Thus, the consistency model explains behaviour as driven by the need to

seek consistency and equilibrium.

While each of these models of personality makes sense, it is not difficult for us to trace our own

behaviours as emanating from all three models at different times. In other words, we all operate in conflict

model sometimes and our actions are aimed at tension reduction. At least some of us strive to self-actualize

or attain perfection and engage in self-motivated behaviours as we search for intrapsychic rewards. Most of

us feel the need to seek feedback from our environment to check whether our self perceptions match with

how others see us. Thus, all these models help in explaining the behaviours.

3. Erikson’s Development Model of Personality

A development model of personality described by Erikson (1953) is also useful in understanding the

behaviours exhibited by organizational members. He described eight development stages as we grow from

childhood to adulthood and the trauma of resolving certain critical conflicts we face at each of these stages.

For many of us these issues are not ever completely resolved and we struggle with them throughput life even

beyond our adolescence. These problems carry over to the work place as well. These eight stages, the

problems encountered at each stage and the parallels drawn to organizational behaviour are discussed as

under:

Stage 1 - Trust V. Mistrust

We have a great need for dependency as children and we develop feelings of trust or mistrust

towards our parents depending on how well they have met our needs for dependency. Likewise, in the early

stages of our organizational life, we know very little about our job and are dependent on others for guidance.

Whether or not we develop healthy feelings of trust towards others in the organization at this stage depends

on how well they have responded to our needs and helped us to find our place in the system. They do not

respond to our needs, or meet our needs inadequately, we develop a sense of mistrust towards them.

Stage 2: Autonomy V Shame and Doubt

As children we experienced a great need to operate on our own and whenever we failed to succeed

in our endeavours, we experienced a sense of shame and self doubt. Likewise, in our organizational life, after

the initial training, we like to operate independently; but it we do the wrong things or make many mistakes, we

tend to entertain self doubts about our competency and experience a sense of shame for not doing things

right.
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Stage 3: Initiative V Guilt

This stage denotes the child’s efforts at trying things out on its own initiative and feeling guilty if the

wrong kind of ventures are experimented with. Likwise, organizational members try to use their creative

talents as they settle down in their jobs, but if things go wrong, they could experience a sense of guilt that they

have wasted the resources of the organization.

Stage 4: Industry V Inferiority

As we grow up and before reaching the stage of puberty, we are diligently and industriously pursuing

our goals of learning and managing our lives. If we succeed in these efforts, we feel good about ourselves,

but if we fail, then we develop feelings of inferiority. Likewise, in our organizational life, we try to work hand

to find a niche; if we are not successful in our efforts, we tend to develop a low-self-concept and low self-

esteem.

Stage 5: Identity V Role Diffusion

As we reach puberty and almost to the end of our adolescence, we experience conflict due to the

socially imposed requirement of becoming an independent and effective adult. This, at times, becomes difficult.

In the organizational context also, we are expected to make contributions to the institution and establish our

identity as high performing members, but this is not always easy for all members to attain. Instead of establishing

our identity as valued members, we might become just one more employee whose role identity is diffused

rather than identified and distinguished.

Stage 6: Intimacy V Isolation

During young adulthood, need is felt to develop intimate relationships with others. However it is also

awkward to develop such relationships and hence some of us might feel isolated. In our organizational life

also, while we may desire to develop close contacts with significant others in the system, doing so might be

difficult for many, who may then experience a sense of isolation in the system.

Stage 7: Generatively V Stagnation

In middle adulthood, there is the socially imposed demand for forgoing one’s own immediate concerns

in favour of fastening the development and growth of one’s offspring. If this conflict is not resolved effectively

within the individual, a sense of stagnation is felt in life. Likewise in the organization, as one reaches one’s

mid-career, there is an expectation and need to mentor others in the system and help them to develop and

grow in the organization, if one does not do this effectively, one senses a feeling of stagnation in the system.

Stage 8: Ego Integrity V Despair

From middle adulthood to death, conflict is experienced by individuals as their social and biological

roles get diminished due to the aging process and they experience a sense of uselessness. If they come to

grips with the issue and resolve the conflict, they can experience happiness by looking at their consolidated

life-long achievements. If they cannot resolve this issue, they will experience a sense of worthlessness and

despair. The same is true in generational life where members approaching retirement can either acquire a

high sense of self worth as they take stock of their accomplishment or they can leave the organization with a

sense of purposelessness and despair.

Since most of the time the conflicts are not completely resolved, the unresolved issues are carried

forward to the subsequent developmental stages. Managers can play a role in identifying the unresolved

conflicts and try to help the employees deal with them.
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6.3. SELF-ASSESSMENT QUESTIONS:

1. Explain the meaning of Personality.

2. Explain the determinants of Personality.

3. Explain any five Personality factors that determine the behaviour at work.

6.4 Summary

Personality is a complex, multidimensional construct and there is no simple definition of what personality

is. Personality can be examined in terms of a set of relatively stable characteristics and tendencies that

determine our thoughts, feelings, and behaviour and which have some continuity and consistency over time.

Personality has been defined as a stable set of characteristics and tendencies that determines those

commonalities and differences in the psychological behaviour of people that have continuity in time and that

may not be easily understood as the sole result of the social and biological pressures of the moment. There

are five personality traits namely extraversion, agreeableness, conscientiousness, emotional stability and

openness to experience. Several factors influence the shaping of our personality and major among these are

heredity, culture, family background, our experiences through life and the people we interact with. The

important personality factors that determine what kinds of behaviours are exhibited at work are need patterns,

locus of control, introversion and extroversion, tolerance for ambiguity, self-esteem and self-concept,

authoritarianism and dogmatism, Machiavellianism, type A and type B personalities and work ethic orientation.

There are various theories of personality and these include Carl Jung’s Analytical theory, Maddi’s models of

personality and Erikson’s development model of personality. Carl Jung’s Analytical Theory states that managers

can be of one of the following types, i,e., sensation- thinkers, sensation-feelers, intuitive-thinkers and intuitive-

feelers. Maddi’s models of personality have conflict model, self fulfillment model and consistency model.

Erikson’s development model of personality describes eight stages, i.e. trust vs mistrust, autonomy vs shame

and doubt, initiative vs guilt, industry vs inferiority, identity vs role diffusion, intimacy vs isolation, generativity

vs stagnation and ego integrity vs despair.

6.5. GLOSSARY:

Personality: Itis defined as the characteristic sets of behaviours, cognitions, and emotional patterns

that evolve from biological and environmental factors.

Locus of Control: It is a psychological concept that refers to how strongly people believe they

have control over the situations and experiences that affect their lives.

Ambiguity: It is something that is not clear because it has more than one possible meaning.

Self- esteem: It is an individual’s subjective evaluation of its own worth.

Dogmatism: It is the tendency to lay down principles as undeniably true, without consideration of

evidence or the opinions of others.

Machiavellianism: Itrefers to a personality trait which sees a person so focused on their own

interests they will manipulate, deceive, and exploit others to achieve their goals.

Stagnation:It is a condition of slow or flat growth in the economy.

6.6. ANSWERS TO SELF-ASSESSMENT QUESTIONS:

1. Refer to section (6.2.1)

2. Refer to section (6.2.3)

3. Refer to section (6.2.4)
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6.7. TERMINAL QUESTIONS

1. Define personality. Describe the personality traits.

2. Explain the major determinants of personality.

3. Explain the personality factors and behaviour at work.

4. What is personality? Discuss the theories of personality.

6.8. SUGGESTED READINGS

• Industrial Psychology, P.K. Ghosh and M.B. Ghorpade, Himalaya Publishing House, Delhi

• Industrial Psychology, Blum and Nayar, CBS Publishers and Distributors, Delhi.

• Innovations in Management for Development, B.L. Maheshwari, Tata McGraw Hill Publishing Co.,

New Delhi.

*****
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Lesson-7

Interpersonal Relation and Group Dynamics

Structure:

7.0 Introduction

7.1 Learning Objectives

7.2 Contents

7.2.1 Concept of Group

7.2.2 Types of Group

7.2.2.1 Formal Groups

7.2.2.2 Informal Groups

7.2.2.2.1 Characteristics of Informal Groups

7.2.3 Group Dynamics

7.2.4 Implications of Formal and Informal Groups for Management

7.2.4.1 Formal Groups: Committees

7.2.4.2 Informal Groups: Work Groups

7.2.4.2.1 Characteristics of Effective Work Groups

7.2.5 Group Decision-Making

7.2.6 Group Thinking

7.2.6.1 Concept of Group-think

7.2.6.2 Symptoms of Group-think

7.3 Self-Assessment Questions

7.4 Summary

7.5 Glossary

7.6 Answers to Self-Assessment Questions

7.7 Terminal Questions

7.8 Suggested Readings

7.0 Introduction

The concept of a group is as old as civilization itself. The early cave man recognized the importance

of a group as a basic unit for his survival. Willdurant in his ‘Our Oriental Heritage’ has observed: “Usually, in

nature those organism that are poorly equipped for individual defense live in groups, and find it united action

a means of survival”. The primates had their groups for hunting and protecting their species from wild beasts.

With the advancement of civilization, various racial groups developed in different parts of the hemisphere and

nurtured different but distinct cultures. It is stated that man is a social animal who prefers to live in a group

rather than in isolation. Consequently, each individual is a member of one or the other group in the sense that

he lives and performs most of his meaningful activities in or through groups. The most common group of his

friends, his caste group, work group, club group etc. His behaviour is largely regulated by the norms, beliefs,
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values and even taboos of the group or groups to which he belongs. A group refers to two or more persons

who interact for a common explicit purpose. A mere collection of individuals assembled in a place, i.e., on the

street, at a bus stand, or in a railway station waiting room, does not constitute a group because although

people are physically gathered together, they donot jointly pursue a common objective or shave a common

feeling. This collection of persons, however, may become a group under certain conditions. If all these

persons suddenly discover that they are trapped by anti-social elements and may be robbed of their belongings,

they may, if they start working cooperatively together to foil this attempt at robbery, form a group. This unit

is an attempt to understand the concept of group, types of groups, group dynamics, groups decision making

and group thinking etc.

7.1 Learning Objectives

After reading this lesson, life student will be able to know:

• Concept of group;

• Types of groups;

• Group dynamics;

• Implications of formal and information groups for management;

• Group decision making techniques; and

• Group think.

7.2 Contents

7.2.1 Concept of Group

In general a number of people together at a given place and given time can be considered as a group.

People in a bus or the same compartment of a train or students in a class are all known as groups. However,

from an organizational point of view, a group has a different meaning and definition. According to Marvin

Shaw, “A group is two or more persons who are interacting with one another in such a manner that each

person influences and is influenced by each other person”. There are two key elements in this definition

which are essential. First is the interaction among group members, e.g., co-workers may work side by side on

related tasks, but they donot interact with each other, they are not a group in the organizational sense. The

second element is the influence of one group member on each other group member. This means that the

group members are mutually dependent with respect to the attainment of one or more common goals. While

all individuals in the group are primarily required to direct their efforts towards common organizational goals,

there may be situations where individuals within the group are more interested in the achievement of their

personal goals, thus making the organizational goals secondary. For example, a member of the high school

basketball team may be more interested in highlighting his own performance. In order to win a college

scholarship irrespective of whether the entire team wins or not, even though all members of the team interact

with each other and influence each other performance. It should be noted that in order for the group members

to interact with each other effectively, the group size should be reasonably small. It is difficult 0 interact

closely with each other when the group size is very large. In fact, the dynamics of large group are significantly

different than the dynamics of small groups. Accordingly, our concern is primarily with groups of reasonable

size.
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7.2.2 Types of Groups

There are basically two types of groups from an organizational behaviour point of view. These are

formal groups and informal groups. These can be explained as under.

7.2.2.1 Formal Groups: A group is formal when it is purposely designed to accomplish an

organizational objective or task. It is created via a formal authority for some specific purpose. A formal group

can be a command group or a functional group which is relatively permanent and is composed of managers

and their subordinates who meet regularly to discuss general and specific ideas to improve product or service.

In business organizations, most employees work in such command groups. A typical command group in an

organization chart may be illustrated as follows: The formal work groups usually work under a single

supervisor, event through the structure of these groups may vary. For example, in one form of group such as

in production, the members of the work group, such as sales force, the members of the groups work fairly

independently and their common contact may be the district sales manager. Other types of formal groups

include task forces and committees. The task forces are temporary in nature and are set up for some special

projects. The committee can be permanent such as, planning committee, a finance committee or a budget

committee and may become an integral part of the organizational structure. A committee can also be temporary

such as a special task force which is set up for particular purpose and is then disbanded when the purpose is

achieved. For example, the committee to reelect the president is temporary in nature and is disbanded after

the election.

7.2.2.2 Informal Groups: Whereas formal groups are established by organizations to achieve

some specific objectives, the informal group are formed by the members of such group by themselves. They

emerge naturally in response to the common interests of organizational members. They are formed

spontaneously, without any formal designation, and with common interests such as defense work assistance

and social interaction. They exist outside the formal authority system and without any set rigid rules. Though

officially unrecognized, they exist in the shadow of the formal structure as a network of personal and social

relations which must be understood and respected as a network of personal and social relations which must

be understood and respected by the management. The informal work groups are based upon socio-psychological

support and reasoning and depend upon members interaction, communication, personal liking and disliking

and social contacts within as well as outside the organization. How powerful are these informal groups can

be seen from the fact that if one member of the group is fired, sometimes all workers go on strike in support

of that member of the group. The bonds between members are very strong and these bonds bring in a sense

of belonging and togetherness. This togetherness can have a powerful influence on productivity other’s

burden by training those who are new and by looking up to old timers for guidance, advice and assistance.

Informal group results due to personal bonds and social interaction among people who work together at the

same place and may have similarities as well as differences in their nature and their outlook. These groups

have their own structure, sometimes parallel to the formal structure with their own leaders and followers,

group goals social roles and working patterns. They have their own unwritten rules and a code of conduct,

which every member implicitly accepts. Members trust and help each other, e.g., in a department of a

college, the department of secretary may yield more authority in some areas than even the chairperson as in

the case of typing exams and typing course outlines. Thus a professor who has a good rapport with the

secretary, as a member of the informal group, would have the papers typed sooner than others. The leadership

of the informal group develops from within rather than a formal election. An individual who is working in a

group for a long time and has a good rapport with other members may emerge as a leader due to his technical

expertise and his seniority. For any problem within the group either technical or social, the members would go

to this leader rather than the formally assigned supervisor.
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7.2.2.2.1 Characteristics of Informal Groups

a) Group Norms: Parallel to performance and other standards established by the formal organizational

structure, the informal groups have their own norms as rules of conduct and a standard of behaviour

which is expected of all members. These norms may be established in consultation with the

management, so that the group goals donot conflict with the organizational goals, e.g., if one member

of the group is unproductive or talks ill about the organization he may sanctioned by other members

either by reprimand or reducible or simply by the silent treatment.

b) Group Roles: There is an unwritten assignment within the groups as to which task will be done by

whom and under what conditions. Some job roles are assigned by the management by matching the

job description with the person’s qualifications and some other roles develop with the group. For

example some members may informally be technical advisors to others as to how to do the job

better and other may act as arbitrators in social problems or other differences that may arise among

members.

c) Group Goals: The goal of the informal group, whether it be profitability which conflicts with the

organizational goals or customer service which is in accord, heavily influences productivity. It is

necessary to integrate the group goals with the organizational goals for the purpose of improvement

and success.

d) Leadership: The informal leader emerges from the group either because of his personal charisma,

his social status or his technical expertise. He is not formally elected but is accepted in the minds

and hearts of the workers. These leaders influence the behaviour of others and remain leaders as

long as they are sincere to the group interests.

e) Group Cohesiveness: Cohesiveness refers to the degree and strength of interpersonal attraction

among members of the group. High degree of cohesion is highly motivating in achieving the group

goals. Members help each other and support each other. The degree of cohesiveness depends upon

the commonness of the perceived group goal, the size of the group and the ability of the group

leader to facilitate cohesion. Group cohesion also has synergetic effects where, together they

produce much more by the collective efforts than the sum product of the individual efforts.

The informal groups are powerful instruments in all organizations and sometimes they can make the

difference between success and failure. When the group members want to do a job, it is always better than

when they have to do it because, of instructions from the supervisors. A cooperative group makes the

supervision easier thus lengthening the effect span of management. The group is also there to make sure that

the basic principle of the formal organization is not violated. For example, if a manager’s group may use its

influence in making sure that it does not happen. The informal group also serves as an additional channel of

communication to the management about conditions of work when such information may not be available

through official channels. One problem with an informal group is that it is primarily centered towards human

elements which can be highly unpredictable affecting the smooth operations of the organization. Due to rules

and procedures being unwritten, they can change from situation to situation. Also the informal group can be

considered subversive in nature if their goals conflict with the formal organizational goals. In such situations,

managers often view them with doubt and suspicion. They tend to see informal groups as potentially harmful

to the formal organization. For that reason, some managers seeks the support of informal groups and their

leaders in order to reduce such a threat. They tend to view such informal groups as valid, stable and structurally

sound and hence show consideration and respect for the existence and their views.
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7.2.3 Group Dynamic

It is concerned with the interactions and forces among group members in a social situation. It is

important to understand dynamics of members of formal or informal group in the organization. In the 1930s

Kurt Lewin popularized the term Group Dynamics to mean interaction of forces among group members in a

social situation. There are three types of leadership, namely, authoritarian, democratic and laissez-faire,

which Lewin (1939) and his associates have developed by creating three different social situations for three

styles of leadership. In the due course of time, various meanings were attached to the term Group Dynamics

(Kelly 1974). One of the meanings suggest how a group should be organized and conducted. In democratic

leadership, member participation and overall cooperation are emphasized. Another meaning of Group Dynamics

is that it is a set of techniques. In various group exercises it tries to make the leader as well as the management

situation of group discussions, team building, finding out various solutions to problems by brain storming and

understanding ourselves in relation to other while we transact or interact with others. Such exercises are also

provided in situations where only members are present and no leader exists to direct or control the group. All

these exercises are techniques to develop both the individual as well as the in closest to Lewin’s use of the

term suggesting internal nature of the groups as to how individual members, other groups and the organization.

7.2.4 Implications of Formal and Informal Groups for Management Formal Groups:

7.2.4.1 Formal Groups : Committees

Formal groups are established by the organization to accomplish specific tasks. These groups include

command groups, committees and task forces. Committees are special kinds of groups which serve the

following purposes in an organization:

a) Exchanging views and information

b) Recommending action

c) Generating ideas

d) Making decisions

The size of the committee is usually kept small. It is to encourage good quality of decisions.

Communication among members is thus limited to few. With the increase in the size of committees, many

members are less willing or threatened to participate actively. The chairperson of the committee provides

directions to the committee to fulfill the objectives of the committee. He or she should be a person of open

mind and careful listener. He or she should allow members to voice their opinions and should not place his or

her opinion above those of others. He or she should involve everyone in the activities of the committee. He or

she should have active interest in the purpose of the committee and in the ideas of the members. He or she

should help the committee’s focus on the task at hand and on the progress made. The members of the

committee should corporate with each other to achieve the purpose of the committee. The image of the

committee depends on the cooperation of the members with each other to a great extent. They should have

stronger motivation to accomplish the task. They should have effective communication with each other.

There should be more ideas generated in the group, along with increased satisfaction and performance of the

members. It is the chairperson who tries to ensure communication, satisfaction and productivity among the

members of the committee. With today’s organization becoming increasingly large and complex, the committee

form of organization will, undoubtedly become more important and more widely used in future. The modern

manager must learn how his committees or team or commissions or boards or groups or task forces should be

effectively formed and should function, no matter whether he is in a government or educational or religious

business organization.
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In other words this kind of group management will become more popular as well as important in

times to come. Meetings of members in a committee may be time consuming and costly in so far as individuals

time is concerned. Committees are also criticized for not making the committee as a shield to avoid personal

responsibility for bad decisions or mistakes. In fact, all committee members as well as chairperson should be

made responsible for all decisions. It is in the interest of the committee to differentiate between very

conscientious members who voted against the wrong decisions as well as those who took particular decision

and can defined it to the end. Many decisions taken by committee may or may not be liked by members of the

organization who are likely to be affected by it. In spite of all the above short comings that are likely to be

there, the future manager must learn to arrive at an improved decision through the combined and integrated

judgment of the committee members. He or she can reduce conflict in the group, facilitate coordination of

various groups in the organization and increase commitment and motivation of members, of the organization

through participation, committees, which are thus the formally designated group of the organization, are

assuming more importance in day-to-day functioning at any organizational level. Today they are acknowledged

as significant features of group dynamics in organizational behaviour.

7.2.4.2 Informal Group: Work Groups

Informal groups play a significant role in the dynamics of organizational behaviour. A formal group

has officially prescribed goals and relationship which an informal group does not have. But we cannot think

of these two groups as separate entities, as they coexist and they are inseparable. Every formal organization

has informal groups and every informal organization eventually evolves some semblance of formal groups.

An example will make it clear. When an engineer design a plan and technology for a new factory and when

an architect designs the office layout, they are also designing the social relations that will prevail in the

organization. The formal organization of the management determines when men will work and what

opportunities they will have to contact each other during the day. Also the rates of pay, work conditions and

other aspects of the job as decided by the management are important too. Given these basic elements one

can predict the social relations that exist within the organization long before the first person is employed and

enters the factory. This is because of the fact that every person is told formally where and how he or she is

to work, with whom to come in contact. Obviously, one develops friendships with the people one most often

comes across. In fact, those employees who have the greatest opportunities to make contacts on the job

make the longest number of friends. In course of time, they may be in the best position to become leaders of

the group. Remember for yourself, who were the first person you came in contact with where you joined

your present work organization? How frequently did you meet them? In course of time, have you noticed that

you have become a member of your work group having made contacts with quite a number of people - trying

to share your problems with you? This is how a work group is formed. In course of time, you select from

among various groups you are in touch with a group, which is important to yours for your work, a group which

matters to you for leisure and recreation, a group which acknowledges you more for your personal qualities.

As time passes you affiliation with certain group becomes more meaningful and strong. Based on contacts

and common interest and such friendship groups made by employees arise out of the life of the organization.

Once these groups have been established they develop a life of their own, which is almost completely

separate from the work process from which they started. The process is dynamic and self-generating and

makes the work group an organization itself.
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7.2.4.2.1 Characteristics of Effective Work Groups

In managing the organization, it is essential to know how groups can be made into effective work

groups. The factors that influence the work group effectiveness are norms, cohesion and leadership. The

following paragraphs shows that how each one of them contributes to making the group effective to achieve

the objectives of the organization.

i) Group Norms: When the group functions for a period of time, to attain certain objectives, it develops

norms of standard of behaviour. A norm is a rule which tells the individual how to behave in a

particular group. An individual may be a member of a welfare group, a chess club, his family and his

work group. We may like to see his behaviour among various groups. It is also possible that another

group may like to keep its output low again because of some emergent activities, interactions and

feelings of the group. Therefore, it is important to know what behaviour is significant for the group

which helps to develop a norm. In other words, having high or low output is equally influenced by

what the group prescribes for Its members as well as what other activities, interactions and feelings

develop among the members in course of doing work. It can be said that one of the characteristics

of norms is they develop behaviour that is significant for a group. Another characteristics of the

norms are such which are applicable to some people and not at all. A manager of a group behaves

differently from other members of the group. His or her behaviour is what is expected from him in

a given position by others. When a new member joins the group, he or she is expected to follow the

norms more closely than the senior members. Some norms have central importance and are accepted

by everyone of the group while others have less importance. A pivotal group norm is a norm to

which every member must conform. It usually seen that complete conformity to all the norms and

complete rejection of the norms, have undesirable consequences. A complete conforming individual

loses his or her ability to influence the group and an individual who rejects all the norms is likely to

be expelled from the group. It is therefore advisable that the individual exercises his or her choice

of acceptance of the norm quite discreetly. It is equally important to understand that with the

increase in size group, norms are less likely to be accepted. The last characteristics of norms is that

they allow possible deviations.

ii) Group cohesiveness: It means the degree to which group members are motivated to remain within

the group and consequently behave in similar way. A cohesive group also helps the members in

their satisfaction of needs and attainment of goals. Cohesiveness develops out of the activities,

interactions and sentiments of the people. The cohesive group acts as one man to attain its goal.

7.2.5 Group Decision Making

Using groups to make decisions generally requires that they reach a consensus. According to a

decision-making expert, a consensus is reached when all members can say they either agree with the decision

or have had their day in court and were unable to convince the others of their viewpoint. In the final analysis,

everyone agrees to support the outcome. This definition indicates that consensus does not necessary represent

unanimous agreement. Groups can experience roadblock when trying to arrive at a consensus decision. For

one, group may not generate all relevant alternatives to a problem because an individual dominates or intimidates

other group members. This is both overt and or subtle. For example, group members who posses power and

authority, such as a CEO, can be intimating, regardless of interpersonal style, simply by being present in the

room. Moreover, shyness inhibits the generation of alternatives. Shy individuals may withhold their input for

fear of embarrassment or lack of confidence. Satisfying is another hurdle to effective group decision-making.
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Groups satisfies due to limited time, information or ability to handle large amounts of information. Decision

making experts have developed three groups problem solving techniques, i.e., brainstorming, the nominal

group technique and the Delphi technique to reduce the above roadblocks. Knowledge of these techniques

can help present and future managers to more effectively use group-aided decision-making. Further the

advent of computer aided decision-making enables managers to use these techniques to solve complex

problems with large group of people. Brainstorming was developed by A F Osborn, and advertising executive

to increase creativity. Brainstorming is used to help groups generate multiple ideas and alternatives for

solving problems. This technique is effective because it helps to reduce interference caused by critical and

judgmental reactions to one’s idea from other group members. When brainstorming, a group is convened, and

a problem at hand is reviewed. Individual members are then asked to silently generate ideas/ alternatives for

solving the problem. Next these ideas/alternatives are solicited and written on a board or flip chart. A second

session is used to critique and evaluate the alternatives. Managers are advised to follow four rules when

brainstorming which are as under:

i. Freewheeling is encouraged: Group members are advised to offer any and all ideas they have, the

wider the better.

ii. Criticism is discouraged: Don’t criticize during the initial stage of idea generation. Phrases such as

‘We have never done it that way’, ‘it won’t work’, ‘it is too expenses’ and ‘the boss will never agree’

should not be used.

iii. Quantity of ideas is encouraged: Managers should try to generate and write down as many ideas

as possible.

iv. Combination and improvement of ideas is pursued: Group members are advised to ‘piggyback’

on to the ideas of others.

Brainstorming is an effective technique for generating new ideas/ alternatives. It is not appropriate

for evaluating alternative or selecting solution. The Nominal Group Technique (NGT) helps groups to generate

ideas and evaluate and select solution. NGT is more comprehensive than brainstorming. The technique is

primarily used during the decision-making stage of evaluating and selecting solutions. It is a structured group

meeting that follows this format. A group is convened to discuss a particular problem or issue. After the

problem is understood, individuals silently generate ideas in writing. Each individual, in round-robin fashion,

then offers one ideas from his or her list. Ideas are recorded on a blackboard or flip chart: they are not

discussed at this stage of the process. Once all ideas are elicited, the group discusses them. Anyone may

criticize or defend any item. During this step, classification is provided as well as general agreement or

disagreement with the idea discovered. Finally group members anonymously vote for their top choices with a

weighted voting procedure, i.e. 1st choice = 3 points, 2nd choice = 2 points, 3rd choice = 1 point). The group

leader then adds the votes of determine the group choice. Prior to making a final decision, the group may

decided to discuss the top ranked items and* conduct a second round of voting. The nominal group technique

(NGT) reduces the roadblocks to groups decision-making by:

i. Separating brainstorming from evaluation,

ii. Promoting balanced participation among group members, and

iii. Incorporating mathematical voting techniques in order to reach consensus.

NGT has been successfully used in many different decision making situations.
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The problem solving method was originally developed by the Rand Corporation for technological

forecasting. It is now used as a multipurpose planning tool. The Delphi technique is a group process that

anonymously generates ideas or judgments from physically dispensed experts. Unlike the NGT, expert’s

ideas are obtained from questionnaires as opposed to face-to-face group discussions. A manager being the

Delphi process by identifying the issue/issues he or she wants to investigate. For instance, a manager might

want to inquire about customer demand, customer’s future preferences, or the impact of locating a plant in a

certain region of the country. Next, participants are identified and a questionnaire is developed. The questionnaire

is sent to the participants and returned to the manager. The manager then summarises the responses and

sends feedback to the participants. At this stage participants are asked to review the feedback, priorities the

issue being considered, and return the survey within a specified time period. This cycle is repeated until the

manager obtains the necessary information. The Delphi technique is useful when face-to-face discussion

when certain individuals might severely dominant group discussion, and when groupthink is a probably outcome

of the group process.

7.2.6 Group-think

7.2.6.1 Concept of Groupthink:

Everyone participates in groups throughout the course of life time, and these groups are very goal

oriented. The business community, non-profit organization and town governments all use groups to make

decisions. Sometimes a condition known as groupthink can occur in groups that are extremely task-oriented

and goal-driven. Group think is as a mode of thinking people engage in when cohesiveness is high. Groupthink

leads to poor decision making and results in a lack of creativity. Although group think has been studied

extensively, many people are unaware of it dynamics and the consequences that they might induce. Lots of

work has been done on the subjects of groupthink, but the most authoritative documentation on the subjects

can be discovered in the words of the founder of the concept, Irving Janis. The author believes that a certain

amount of groupthink can be beneficial in small groups.

Goal oriented groups consist of people with complementary skills who are committed to a common

purpose, have specific performance goals, share a common working approach, and hold mutual accountability.

These types of groups are used when there are complex problems to be solved, important situation to work

through, or uncertain conditions. Group function best when there are no immediate time pressure. Groups are

successful because the group members bring diverse ideas, the collective knowledge of everyone is significant,

and groups tend to be focused. There are certain situations which call for the use of groups. Groups can be

beneficial when communication between departments is necessary in a business setting or when the consent

of many people is required. Individuals can also benefit from group participation. Many people who work in

groups are able to learn new skills, take risks, get feedback and discover personal strengths and weaknesses.

Group must accomplish tasks that individuals cannot. This is the primary function of groups. Effective groups

consist of committed members who are willing to take accountability for the actions of the group. Irvin Janis

did lots of work in the area of group communication. He wondered why intelligent groups of people sometimes

made decisions that led to disastrous results. His answer was a condition he termed groupthink. Janis defines

groupthink as a “quick and easy way to refer to a mode of thinking that people engage in when they are

deeply involved in a cohesive in group, when the member’s striving for unanimity override their motivation to

realistically appraise alternative courses of action”. He further states that the groupthink refers to a deterioration

of mental efficiency, reality testing, and moral judgment that results from in group pressures. Groupthink can

lead to bad judgement and decisions being made. It seems as a simple way to deal with difficult issues.
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7.2.6.2 Symptoms of Groupthink

What are the signs that group loyalty has caused members to slip into a groupthink mentality? Janis

listed eight symptoms that show that concurrence seeking has led the group astray. The first two step from

over confidence in the group’s powers. The next pair reflect the tunnel vision members use to view the

problems. The four are signs of strong conformity pressure within the group. The symptoms are as follows:

i. Illusion of invulnerability. It summarises this attitude as everything is going to work out all right

because we are a special group.

ii. Belief in inherent morality of the group. Under the sway of group think, members automatically

assume the rightness of their cause.

iii. Collective rationalization. This collective rationalization supported a mindest of hear no evil, see no

evil, speak no evil.

iv. Out-group stereotypes’. Groups pay little attention to what outsiders have to say.

v. Self-censorship. Group members censor themselves from sharing ideas because of the fear of

being rejected.

vi. Illusion of unanimity. It explain that silence can often be interpreted as acceptance.

vii. Self appointed mind guards. Mind guards protect a leader from assault by troublesome ideas.

The symptoms of groupthink are clear. The illusion of invulnerability happens when a group thinks

that they cannot go wrong. Confidence among the members of the group is remarkably high and is reflected

in the decision that they make. A brief inherent morality of the group occurs when the group thinks tremendously

of their morality. The group believes that it is doing the right think in all circumstances. Collective rationalization

is another symptoms of group think. Groups who experience this belief that nothing can be wrong with their

plan even if there is significant evidence to prove otherwise. A lack of creativity and a disregard for other’s

option is a characteristic of groups without going stereotypes. Groups often pay little attention to what outsiders

have say, and this can be detrimental. Self censorship occurs when group members donot share their ideas

with the rest of the group because of fear of being rejected. The illusion of unanimity explain that silence can

often be interpreted as acceptance. These are symptoms of group think. If one or more of these are common

place in a particular group, change must occur. Janis offers many suggestions to help prevent group think. An

easy answer is put one person in change of making all decisions and dealing with problems. This is not

desirable in most of the cases, however groups are often able to accomplish tasks more rapidly and precisely

than individual can. The distribution of power in a group usually assures that no single person is able to take

control. The plan of one person is more likely to be flawed than the plan of a group. More people in putting

their opinion will help the group to formulate a creative and complete plan.

One way of preventing group think is to make each member of the group a critical evaluator. Group

members will attempt to find problems in group solutions by evaluating them individually. The leader must

accept criticism if this is to work. But making each member of the group to analyse solutions individually is

problematic. Group members can spend too much time debating when there is an important deadline. Feelings

can be must when one ideas of individual group members are criticized. Some group members may not have

the skills to think critically about the presented solutions. Leaders who assign tasks to a group must be

impartial and must not lead one group to believe that a certain outcome is expected. Group members will not

attempts to conform with beliefs of the leadership if they not attempts to conform with beliefs of the leadership

if they are unsure of what the leader wants. Problems arise because the leader often feels that there is no

centralized control within the group.
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Many different groups can work on the same problem under separate leaders. Every group would

come up with different ideas, and the pressure to conform is not as great. In some instance security can be

a problem. Information is more likely to leak out if more people are aware of the information. Problems also

arise when a group assumes that another group will examine the pieces to the solutions that have been

missed. It is much easier to allow someone else to complete the task. When only one group is working on a

particular problem this doesnot happen. Groups should divide into two or more subgroups occasionally. Each

group should be led by different chairperson, both groups can eventually come together and discuss ideas.

Group that do this are less likely to be locked into one solution.

Outside experts can be brought into observe the group functioning. The experts should have the

ability to question the decisions of the group. The experts needs to be very qualified and skilled in their ability

to sort through and analyse solutions of the group. The expert must also be able to criticize the group in a

fashion that will not turn the group away from the expert. Good communication skills are essential. It is

important that experts become a part of the group before a general consensus is reached among all group

members. Every group should include a specific member who has the job of playing devil’s advocate. This

person should seriously question much of what the group members say. The devil’s advocate must be willing

to vocally share his ideas with rest of the group. This strategy will force the group to take a second look at

every decision that is made. The devil’s advocate of the group must be taken seriously and be allowed to

speak at will if this strategy is to be effective.

7.3. SELF-ASSESSMENT QUESTIONS:

1. Explain the concept of Group.

2. Explain the types of groups.

3. Explain the characteristics of effective work groups.

7.4 Summary

The concept of a group is as old as civilization itself. The early cave man recognized the importance

of a group as a basic unit for his survival. It is said that man is a social animal and cannot live without society

and prefers to live in groups rather than in isolation. So each individual is a member of one or other group in

the sense that he lives and performs most of his meaningful activities in or through groups. A group refers to

two or more persons who interact for a common explicit purpose. A mere collection of individuals assembled

in a place without interactions do not form a group. A group is two or more persons who are interacting with

one another in such a manner that each person influences and is influenced by each other person. There are

mainly two components of the group namely, interaction among group members and influence of one group

member on each other group member. It shows that group members are mutually dependent on each other.

There are two types of groups, namely, formal and informal groups. Formal groups are those which are

formed purposely whereas as informal groups are those which are formed by the members of forma! groups

by themselves and emerges naturally in response to the common interests of organizational members. The

main characteristics of the informal groups includes group norms, group roles, group goals, leadership and

group cohesiveness. Group dynamics is concerned with the interactions and forces among group members in

a social situation. Implications of formal and informal groups for management includes committees and work

groups. The main characteristics of effective work group are group norms and group cohesiveness.
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Group decision-making means a consensus is reached when all members can say either agree with

the decision or have had their day in court and were unable to convince the others of their view point. There

are three methods used for group decision making namely, brainstorming, nominal group technique (NGT)

and Delphi technique.

Groupthink is when everyone participates in groups throughout the course of a lifetime and these

groups are often very goal oriented. The main symptoms of group think includes, illusion of invulnerability,

belief in inherent morality of the group, collective rationalization, outgrip stereotypes, self censorship, illusion

of unanimity and self appointed mind guards.

7.5. GLOSSARY:

Group Cohesiveness:It can be defined as a bond that pulls people toward membership in a particular

group and resists separation from that group.

Group Dynamic:It is a system of behaviours and psychological processes occurring within a social

group or between social groups.

Work Group: It is group of people who work together such as and organised group of co-workers

within a business or other organisation.

Group-think: It is a psychological phenomenon that occurs within a group of people in which the

desire for harmony or conformity in the group results in an irrational or dysfunctional decision-making outcome.

7.6. ANSWERS TO SELF-ASSESSMENT QUESTIONS:

1. Refer to section (7.2.1)

2. Refer to section (7.2.2)

3. Refer to section (7.2.4.2.1)

7.7. TERMINAL QUESTIONS:

1. What is group? How they are formed? Describe the various types of groups.

2. What do you mean by group dynamics? Explain the implications of formal and informal groups for

management.

3. Explain the methods of group-decision-making.

4. What do you mean by groupthink? Describe the symptoms of group think.

7.8. SUGGESTED READINGS:

• Industrial Psychology, P.K. Ghosh and M.B. Ghorpade, Himalaya Publishing House, Delhi

• Industrial Psychology, Blum and Nayar, CBS Publishers and Distributors, Delhi.

• Innovations in Management for Development, B.L. Maheshwari, Tata McGraw Hill Publishing Co.,

New Delhi.

*****
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Lesson-8

Fatigue, Boredom, Monotony and Accidents & Safety

Structure:

8.0 Introduction

8.1 Learning Objectives

8.2 Contents

8.2.1 Meaning of Fatigue

8.2.2 Types of Fatigue

8.2.2.1 Physical Fatigue

8.2.2.2 Mental Fatigue

8.2.2.3 Difference and Relation between Physical and Mental Fatigue

8.2.3 Occupational conditions of Fatigue

8.2.4 Methods for Reducing Fatigue

8.2.5 Symptoms of Fatigue

8.2.6 Different Aspects of Fatigue

8.2.7 Measurement of Fatigue

8.2.8 Boredom and Monotony

8.2.8.1 Meaning of Boredom and Monotony

8.2.8.2 Causes of Boredom and Monotony

8.2.8.3 Means of Eliminating Boredom and Monotony

8.3 Self-Assessment Questions

8.4 Summary

8.5 Glossary

8.6 Answers to Self-Assessment Questions

8.7 Terminal Questions

8.8 Suggested Readings

8.0 Introduction

Fatigue is generally known as reduction in ability to work because of previous work in the content of

fatigue, the worlds boredom and monotony are used in addition to fatigue. Fatigue is a tiredness where

monotony is a mental condition which is produced by the constant repetition of some function over a long

period of time. On the other hand-boredom is a mental condition in which the individual evinces negative

attitudes and aptitude for a particular work. The fatigue, boredom and monotony normally affects the working

of a worker and causes reduction in the production of industry. There is every evidence of believe that the

attitude of an individual an important factor in his ability to do work, but we donot have any physiological
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measure to detect the presence or absence of an attitude to do work. It is very essential to reduce the fatigue

of workers, their boredom and monotony so that the production of industrial units could be increased. Hence

it becomes essential to know the concept of fatigue, boredom and monotony so that the industrial persons

could take effective steps in this direction and corrective measures are taken to reduce these concepts. In the

present an attempt has been made to clarify the concept, types, causes and remedial measures regarding

fatigue, boredom and monotony.

8.1 Learning Objectives

After reading this unit, the student will be able to know:

• Meaning of fatigue;

• Types of fatigue;

• Occupational conditions and methods of reducing fatigue;

• Different aspects, symptoms and measurement of fatigue;

• Meaning of boredom and monotony; and

• Causes and means of eliminating boredom and monotony.

8.2 Contents

8.2.1 Meaning of Fatigue

Fatigue may be defined as a reduction in ability to work because of the previous work. This definition

does not consider the nature of fatigue but uses the effects on the work as a criterion of fatigue because there

are divergent opinions on the nature of fatigue. It is possible that the reduction in work is caused by a variety

of factors which are mainly physiological and psychological. When a person says he is tired, we donot have

any indices to localize the changes that have taken place in his body. In fact, often a man may look perfectly

rested but his performance may show decline, and again even In most tiring situation, if he is sufficiently

motivated, his work curve may show rise. There is every evidence to believe that the attitude of an individual

is an important factor in his ability to do work, but we donot have any physiological measure to detect the

presence or absence of an attitude to do work. In an intensive study on the fatigue of truck drivers, published

by the American Government, fatigue was defined as an altered physiological and psychological state in

relation to the status of recovery or normal capacity. Musel defines fatigue as a condition caused by activity

in which output produced by that activity tends to be relatively poor and degree of fatigue tends to vary

directly with the poorness of output.

Whatever fatigue is, it is safe to say that any muscular work, even that which is involved in sitting,

will result in fatigue provided the work of muscles and the resulting expenditure of energy are at a faster rate

than is its recovery. The difficulties in understanding real nature of fatigue stem from the fact that many

factors in addition to muscles contribute to its onset. The length of the work period, the speed of the work, the

amount of muscles involved and the tensions accompanying the task are some such commonly known and

found factors. Further complications arise from the fact that the industrial fatigue is not localized to the actual

muscles used in the work, but spreads to the whole individual, individuals also show considerable differences

in fatigability and even the same individuals often show variations in fatigability at different times.

8.2.2 Types of Fatigue

Fatigues are of two types namely, physical fatigue and mental fatigue.
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8.2.2.1 Physical fatigue

In physical fatigue one finds the physical characteristics of fatigue. Physical efficiency and capacity

falls down and physical coordination becomes difficult. A poisonous fluid known as lactic acid is produced in

the muscles and the nervous system, and when this increases beyond a certain level the entire body becomes

lax. If it is confined to any one part of the body, then that particular part becomes tired but when exhaustion

increases it is introduced into the blood stream and steadily spreads over the entire body. In addition to lactic

acid, the body also produces ammonia and carbon dioxide during fatigue. Both these elements are poisonous

and by their influence the energizing elements in the body steadily decreases while the poisonous mater

increases. Many psychologists have examined the condition of fatigue.

8.2.2.2 Mental fatigue

Fatigue is not merely physical because it is sometimes manifested even when one has no physical

work. This is mental fatigue. Mental fatigue is normally apparent often excessive physical fatigue. The

symptoms of mental fatigue are an absence of desire to work, emotional condition, lack of interest and

concentration, desire to rest, etc. At times one’s efficiency does not suffer despite some mental fatigue, it is

boredom in which one experiences mental fatigue. One important cause of mental fatigue is the absence of

motivation and of a proper aptitude. In such a case an individual loses interest in his work even though he is

not physically exhausted. People complain of fatigue despite good working conditions if their attitude is not

correct and if there is an absence of sufficient motivation.

8.2.2.3 Difference and Relation between physical and mental fatigue

The difference between physical and mental fatigue is evident from the foregoing description of their

respective natures. When a person complains that he is fatigued, in fact he is suffering from both mental and

physical fatigue. The symptoms of the two conditions are different. Physical fatigue is recognized by the

condition of the muscles, chemical changes, nervous fatigue, changes in the blood chemistry and in the mental

condition. Whereas mental fatigue is diagnosed from the absence of exhaustion yet one is averse to work.

The removal of fatigue needs the creation of elements which provides the correct motivation and the correct

attitude Despite the differences between physical and mental fatigue, the two should not be taken to be

entirely different, for they are intimately related to each other. A person who complains of fatigue is in fact

suffering from both mental as well as physical fatigue. Sometimes a person doesnot notice physical fatigue if

a strong motivation Is coupled with absence of mental fatigue. In most forms of fatigue one finds both

physical and mental symptoms. According to Watson mental fatigue is caused by the contraction of the vocal

cord. It is also caused by damage to the nervous centres in a condition of physical fatigue. Physical work

cannot be done well in a condition of mental fatigue. The truth of the matter is that the physical and mental

aspects of fatigue can be distinguished only superficially because in actual fact they are dependent on each

other.

8.2.3 Occupational Conditions of Fatigue

In different profession, there are different conditions, which lead to fatigue which itself leads to a

deterioration in the mental and physical health of the workers and ultimately to a fall in production. These

conditions can be summarized as under:

i) Long hours of work: In some of the industries working hours are so long that the workers become

exhausted while in fact these longer hours of work do not result in a proportionate increase in

production. Many researchers have thrown light on this fact. Muscio has mentioned the case of
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one lady worker who worked six hours instead of conventional twelve-hour day observed by the

other workers and still showed a higher level of production than any other worker. The working

hours in the industry were from 6 to 8 in the morning, eight thirty to twelve thirty, one thirty to five

and from eight thirty to twelve thirty. This particular lady refused to work before breakfast and lata

at night, explaining that by working for such long time she could not maintain her efficiency. Over

a period of one month it was seen that she worked for 237 hours, despite which she showed more

output than the others. It is evident from the research conducted in various countries on the method

of work that production is higher in shorter working weeks than in longer working weeks.

ii) Absence of rest periods: If a worker works for a longer period continuously then he feels fatigued.

If he does not take rest and continues to do work, then his fatigue increases even more rapidly

because he is working in an exhausted condition. If he is allowed to rest as soon as he begins to feel

exhausted, then he returns to his work refreshed and his fatigue does not increase. Hence it is

evident that fatigue is eliminated in all working methods where the workers are allowed to rest for

shorten periods during their work. Absence of rest period is an occupational condition that promotes

fatigue.

iii) Incorrect temperature: Incorrect room temperature is another occupational condition which results

in fatigue because in such cases the room is either too hot or too cold. In both cases the mental and

physical condition of the worker deteriorates and he soon feels exhausted.

iv) Absence of proper ventilation: If a person does not get clean air while he is working him soon gets

tired. In an office or a factory in which the air is polluted he incidence of fatigue will be far greater

than in any other factory where there is a adequate ventilation.

v) Improper illumination: Fatigue also increases if the illumination in the working area is not adequate

and proper because the eyes begin to feel exhausted and dry if the light is not enough or too bright.

Hence, it is desirable that there should be proper arrangements for illumination in factories and

offices. The light provided should neither be too little nor too much, for in both these conditions the

strain on the eyes leads to fatigue.

vi) Design of the machinery: Some machines are so designed that they too exhaustive and tire the

operator working on them. Hence modern psychologists give suggestions even in the construction

of machines so that they should be designed to minimize fatigue and increase production.

vii) Absence of an adequate seat: It is well known fact that a person feels exhausted much earlier if he

has to operate a machine while standing. That is why the absence of adequate seat is one occupational

condition which causes fatigue. It should also not be too much comfortable and too much hard but

should be proper.

viii) Excessive noise: The presence of excessive noise at working place also increase fatigue. The

worker can work for long time in a peaceful atmosphere. Some degree of noise can be tolerated

but when it goes beyond certain level it creates fatigue.

ix) Unhealthy conditions: Fatigue is intimately connected with health. If the occupational conditions are

such that they donot promote good health then they are conductive to fatigue.

x) Absence of proper training: in every profession, some training is required before performing the

functions properly. If these functions by a untrained person are performed, he exhausts every

rapidity. Hence the employees should be properly trained by best methods in order to reduce the

tiredness.
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xi) Lack of sleep: In factories in which the workers have to work at night and cannot get adequate rest

during the day, lack of sleep forms another factor which results in fatigue. The facilities for sleep

should be provided to workers in order to eliminate this.

xii) Low Morale: Conditions which are conducive to low morale are also conducive to fatigue. Condition

which result in low moral are harmful attitudes towards the management, hatred, suspicion and

jealously, dissatisfaction with work and absence of any hope, mental unrest and dissatisfaction,

uninteresting work, improper rules of promotions, etc. In all such conditions fatigue increases rapidly

and leads to physical fatigue.

xiii) Defects in the social environment: The defects in the social environment of an occupation in which

many people work also leads to fatigue. A worker cannot maintain high morale in condition in which

the relations between the employers and employees are not good or in which the atmosphere is one

of hate or suspicion. In those conditions worker feels exhausted very quickly.

8.2.4 Methods for reducing fatigue

The chief method of reducing fatigue is to eliminate all occupational conditions which increases it.

Hence, mention will here be made of those means by which fatigue can be reduced. The main methods of

reducing fatigue are as under:

i) Reducing the hours of work: One way of reducing fatigue is to reduce the working hours. It has

been seen in many experiments that fatigue is reduced when working hours are reduced, whereas

that production doesnot fall proportionately but in many cases actually increases. The most appropriate

method is to have sufficient working hours in which the worker can continue to work without

feeling totally exhausted. Evidently, the working hours will differ from industry to industry, according

to the nature of work.

ii) Provision of rest periods: Another way of reducing fatigue is to introduce appropriate and properly

time periods of rest. An appropriate period of rest involves calculation of the total rest period

allowed in proportion of the work expected from the worker and a properly timed rest period

implies the time at which this rest should be allowed.

iii) Arrangements for maintaining the correct temperature: In order to reduce fatigue it is necessary to

maintain the correct room temperature in the place of work. If the temperature is adequate at work

place, the worker will work longer hours without experiencing fatigue. It is because of this reason

that modern factories have air- conditioned rooms or other means to have adequate temperature

during winter as well as summer.

iv) Proper ventilation: Fatigue can also be reduced by improving the ventilation so that the polluted air

is eliminated and fresh air admitted into the factory.

v) Arrangement for proper lighting; Fatigue can also be reduced to some extent by making a proper

lighting arrangement in the work place. The eyes donot suffer from strain and the workers donot

become tired quickly.

vi) Improvements in the design of machines: The shape and size of a machine operated by the worker

also influences fatigue. If the machine is so designed that it can be run efficiently by making the

minimum possible movements the worker will not feel exhausted.
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vii) Proper seating arrangement: The proper seating arrangement for the worker also helps to reduce

fatigue. As far as possible the workers should be allowed to work while sitting. The seat should

provide normal comfort to avoid fatigue but it should not be too comfortable or too hard.

viii) Control over the noise: The excessive noise increases fatigue, hence there should not be noise at

the work place. It should be peaceful or the noise should be minimized so that fatigue of workers-

is reduced.

ix) Healthy working conditions: Working conditions should be conductive to health of workers. This

will help to reduce the fatigue of workers. There should be proper ventilation, room temperature,

adequate arrangement for food and rest etc. These will help to refresh the worker.

x) Arrangements for industrial or professional training: The training should be given to workers before

they are asked to work on the machine. This will help to reduce the fatigue of workers.

xi) Proper arrangements for sleep: There should be proper arrangement for the workers to sleep

during rest periods. This will help to reduce the fatigue of workers.

xii) High morale: It is also helpful to reduce the fatigue among the workers. Maintenance of high

morale requires an attitude favourable to the management, self-generated discipline, group

administration, enthusiasm, mental satisfaction and peace etc. If these factors are present, the

incidence of fatigue is much lower.

xiii) Proper social atmosphere: It plays an important role in reducing the workers fatigue. The worker’s

enthusiasm can be easily maintained and fatigue kept at a low level if good relations with the

management can be created.

xiv) Special methods of reducing fatigue: In addition to the factors explained above many other methods

are now being adopted to reduce the fatigue of workers. For instance, in many factories arrangements

have been made to play music to the workers while they are engaged in their work because the

workers feel less tired if they sing as they work.

8.2.5 Symptoms of Fatigue

The criteria of a fatigue implies the symptoms by which its presence can be diagnosed and recognized.

In order to understand this it is essential to keep in mind the various aspects of fatigue. Since fatigue is a

psycho-physical condition its symptoms are both mental and physical. It can be recognized by the following

factors.

i) Feeling of exhaustion: The chief symptom of fatigue is the feeling of fatigue even if the individual is

not feeling physically exhausted. In a state of exhaustion the desire to work is noticeably reduced

and the desire to rest it clearly heightened. It also leads to a fall in the individual’s production, though

this is not universally true. In the state of exhaustion the individual’s feeling about work changes

and he evinces no desire to do any kind of work.

ii) Muscular condition: In a state of fatigue the muscles lose their power to contract and expand.

Hence, physiologically, a fatigue is a muscular condition and the failure of the muscles to contract

and expand is one criterion of fatigue.

iii) Chemical changes: In a healthy body oxygen is properly distributed through the blood stream with

the result that poisonous matter is eliminated from body. When the muscles become tired, this

process of elimination doesnot work efficiently. This leads to a fall in the quantity of glycogen in the

body along with an increase in the quantity of poisonous matter. In this way many chemical changes

occur in the body during fatigue, and it can be recognized by these chemical changes.
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iv) Nervous slackness: One criterion of mental exhaustion’ is nervous slackness. Sometimes it is caused

by muscular fatigue but it also has many other causes. In a state of nervous exhaustion the nerves

lose their power to react with the result that the individual cannot work efficiently.

v) Changes in the blood chemistry: Some symptoms of exhaustion can also be found in the tired

person’s blood. If some of this blood is introduced into the blood of some healthy person, one will

find the symptoms there too. The same is true for muscles too. On one hand the blood stream helps

to eliminate poisonous matter from the body but on the other hand it also helps to distribute the

fatigue all over the body. It is because of this reason that the whole body shows symptoms of

exhaustion even when only one part of the bearing all the strain and it is because of communication

by the blood.

vi) Changes in the mental condition: One criterion of fatigue is change in the mental conditions because

in an exhausted condition the individual experiences deterioration of his mental powers and a loss of

interest. He cannot concentrate upon anything for a long time and becomes bored with work.

Because of this influence on mind, fatigue is considered a psycho-physical phenomenon.

vii) Increase in the number of accidents: It is revealed by the analysis of accidents in industry that

majority of these accidents occur either in the morning or late in the evening. It has also been

substantiated by the various studies conducted. Hence one can estimate the extent of industrial

fatigue from the number of accidents. It is because of this reason that provisions have now been

made for rest periods during early morning and late evenings.

vii) Fall in production: Sometimes fatigue is defined in terms of the fall in production. The cause of the

fall in production is believed to be fatigue. During first hour in morning the production rate rises

steeply because this is the warming up period. This warming up can be due to numerous mental and

physical causes, it is seen that production reaches at peak in third hour and then it begins to fall due

to fatigue and because of this rest period is provided often third quantum of the day. The rate of

work declines steadily and it reaches to lowest till end of day. The fall in production can be accepted

as a symptom of fatigue.

8.2.6 Different Aspects of Fatigue:

In order to fully understand the nature of fatigue it is important to consider its objective, physical and

mental aspects.

1. Objective aspect: In its objective aspect fatigue can be defined as a fall in the efficiency to perform

some function. This occurs when some work has been done for a long time. Fatigue does not occur

if the workers interrupts his working periods with short rest periods. In the laboratory the decline in

the ability to work is measured by the ergo graph while the decline in the mental ability to work is

measured by the word elimination method. Fall in efficiency is evinced not only through the fall in

production but also through the deterioration in the quality of the work because the worker begins to

make more mistakes when he is exhausted.

2. Physical Aspect: The physiological aspect of fatigue is concerned with its influence on the body.

Many experiments in this connection have revealed that in the state of fatigue the poisonous substances

in the body increase in quantity while the energizing elements fall in number. From the physiological

point of view, in a condition of fatigue one can observe an increase in the rate of respiration, blood

circulation, blood pressure etc.
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3. Mental Aspect: The mental symptoms of fatigue are exhaustion, lack of desire to work, emotional

instability lack of concentration, slackness, etc. All of these are expressed through lack of interest in

work and a desire to rest.

8.2.7 Measurement of Fatigue

The measurement can be definite only if all the other factors and their influence is shown. Generally,

the methods of measurement of fatigue are divided into three parts according to the three aspects of fatigue

and they are objective methods, physical methods and mental methods. These can be summarized as under:-

1. Objective methods: The mainly includes those methods which measures variation in the quality and

quantity of production. Such tests as word elimination method may be included in this category. But

it should be kept in mind that these tests donot determine whether fatigue is present or not because

the fall in production may even be caused by such other factors as opposite motivation, lack of

enthusiasm, or excitement.

2. Physical methods: These include the methods which measure the physical symptoms of fatigue.

Methods involving the chemical analysis of urine and saliva, measurement of pulse, heart beat and

blood pressure are included in this category.

3. Mental methods: This group includes the methods which measure the mental symptoms of exhaustion.

Such symptoms are the deterioration in attention, memory, imagination, mental decision, emotional

analysis and power of reasoning.

8.2.8 Boredom and Monotony

8.2.8.1 Meaning of Boredom and Monotony

In the context of psychological fatigue, in so far as it pertains to industry, the words boredom and

monotony are used in addition to fatigue. Monotony is a mental condition which is provided by the constant

repetition of some function over a long period of time. On the other hand boredom is a mental condition in

which the individual evinces negative attitudes and aptitude for a particular work. In other words he doesnot

want to do that work. Both boredom and monotony contribute to fatigue but neither is the result of physical

fatigue. Both of them are caused by mental attitudes. Boredom is caused more by the personality of the

worker, his aptitude, his emotional condition and the apparent importance of the function he is performing.

When these factors are varied one person will feel no boredom n some particular function which bores

another person. Some people become bored rapidly with some work requiring repetition but many other

people adapt themselves very quickly to such work. For these reasons the workers have completely divergent

opinions about work which is boring and other work which is not. Some important facts connected with this

subject were reveled in the study of S.Wyatt, J.H. Langdon and F.G L. Stock. This study was conducted on

ten individuals and five kinds of work. Each individual was required to do each kind of work for one month,

and at the end of the period each individual was required to point out the extent of boredom experienced in

each kind of work. The worker was to award zero points to the work which contained no boredom and five

points to the work in which he felt consistently bored. When this evaluation was analysed it was seen that all

the workers considered two kinds of work consistently boring, although some awarded five points to one

work and some awarded them to the other. After from this ten individuals showed no unanimity of opinion.

The average evaluation for the five kinds of work was 4.2, 2.4, 2.3, 1.7 and 1.7. It is evident that different

individuals made a separate evaluation of boredom according to their individual differences. The scientists

conducting the study pointed out that boredom was evinced by workers with a higher intelligence quotient and

the extrovert tendency. But this fact has not been substantiated by other studies.
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8.2.8.2 Causes of Boredom and Monotony

Factors which cause boredom and monotony have been revealed through many studies. Some of the

factors leading to boredom and monotony, briefly stated are as under:

a) Individuality of the worker: Boredom and monotony are closely connected with the individual traits of

the individual workers. It is commonly seen that one particular kind of work will strike some people as

boring while others will find no boredom in doing it. In an experiment on 400 students of Munsterberg’s

College, it was seen that boredom depends upon the individual’s particular personality traits, not upon

the nature of work. Different individuals take interest in different kinds of work, and that is why the

pattern of boredom in each case is different.

b) Intelligence of the worker: Among the qualities that make up individual differences, intelligence is

important-and it has a close relation with boredom and monotony. As has been pointed out earlier, the

more intelligent individual is inclined to be borne by mechanical repetition of some activity. On the other

hand, the less individual makes a better adjustment with his work. The important studies conducted on

this subject includes Thomson’s study, Viteles study, Kornhauser’s study Burnett’s study and studies

by Wyatt, Fraser and Stock. Thomson conducted a study on 32 people and concluded that boredom

has nothing to do with intelligence. Viteles conducted a study on girls working in the salary section and

concluded that the more intelligent girls experience more boredom with the result that majority of such

girls are among those who leave this kind of job. Kornhauser also conducted an experiment on office

workers and supported the Viteles study. Burnett also came to same conclusions.

c) Attitude to the work: Many studies have established that workers with a negative attitude to their work

experience boredom and monotony much sooner than those with a positive attitude. People with a

positive attitude can maintain their concentration in their work for a much longer time.

d) Satiation: Some people soon become fed up with doing work that needs recall, and they donot want to

continue doing it. Thus attention in the work gradually decreases as their mind becomes more and

more satiated. As a result the quantity and quality of the production also declines. Satiation is a

psychological condition in which physical fatigue is at a very low level. Akarsten conducted an experiment

in this connection with some college students. When they had become completely bored with the work

of writing they were asked to write their names on a sheet of paper, in which they experienced no

difficulty at all. In an experiment in poetry it was seen that some individuals who did not want to utter

one more line of poetry were willing to continue talking for a long time when the subject was changed.

They, too, did not experience any fatigue. It is evident from both of these experiments that only those

muscles were being exercised which already appeared to be fatigued. But this apparent fatigue was

due to boredom and when the subject was changed they again began to function normally because the

boredom was removed. Obviously, the difficulty in working was not due to muscular fatigue but do to

satiation, a psychological condition. Satiation is caused by doing the same kind of work. It doesnot

imply fatigue. This was also proved by the fact that some workers complaining of fatigue resumed

their work when they were allowed to change their position.

e) Feeling of Progress: Many experiments have also yielded the fact that if the worker is aware of the

progress he has made in his work, he doesnot experience boredom or monotony. As the work progresses

the worker become excited at the prospect of achieving his target and works with renewed energy. An

individual becomes bored quickly with some work the end of which he cannot see or which leads to

notangible result. For this reason it is always better to have recognizable targets at shorter intervals in
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case one can observe the speed of working. But the feeling of having achieved some target or of being

near to the end also depends on the attitude of individual. If the attitude is negative this feeling of

achievement is weak. Fairly often the boredom of the individual can be reduced if he can be convinced

of the value and importance of his work for others.

f) Other qualities: In addition to above, individual qualities of the worker also influence boredom. The

more important ones are learning of attention emotional conditions, peculiarities of nature. If these are

in favour of the work, the work will produce less boredom. But if these are negative the individual will

soon become bored with this work.

g) Feeling of learning something uncompleted: Every work feels about the work which is left uncompleted.

For instance, one particular worker was lying on his death bed and he was asked to mention his last

wish. He said that he would like to complete the work of tightening a screw which he left half tightened.

He has spent all his life fixing screws on a board and half tightened them. But he was always filled with

the desire to tighten these screws fully. Similar phenomena has been observed in many studies. A

worker feels dissatisfied and deprived if he is not allowed to complete his task. It is also seen that many

workers donot want to start some fresh work near the end of the day. They know that they will not be

able to complete it and it is against human psychology to leave the work incomplete. A refusal in such

circumstances does not amount to disobedience, disrespect or obstinacy and should not be interpreted

as such. A worker wants to complete the work which is left uncompleted previous day before he starts

a new work. In an industry the work should be divided in such a way among workers that they get an

opportunity to complete their part of the work. This increases motivation and reduces boredom.

h) Conditions of Work: It should not be taken for granted that individual and personal factors are responsible

for boredom and monotony while the external environment plays no part at all. In fact, the truth of the

matter is that the manager or the employer can do more to remove boredom and monotony by changing

the external conditions of work than he can be trying to condition the worker’s mind or to control his

attitudes. Monotony can be reduced and production increased by making adequate changes in the

working conditions. This can be done with the help of provision for rest, arrangement for wages and

working methods.

i) Nature of Work: One cause of boredom is the nature of work because if a particular function does not

vary at all the workers become bored very soon and experiences monotony. If the work is varied and

changed frequently the worker’s interest in it is maintained. Many experimental results have confirmed

this view. It is evident from the experiment of Wyatt and Frazer that the production goes higher and

monotony declines if the variety of work is assigned to workers.

j) Social factors: Boredom and monotony also depend to a large extent upon some social factors because

the worker works in a social environment which has decided influence upon his mental condition. If the

mutual exchange between the management and the worker is entertaining and cooperative then the

boredom is quickly done away with. Then the worker takes an interest in his work. As long as conversation

and laughter donot interfere with the performance of work, the workers should be allowed to indulge

in conversation. This helps to maintain the worker’s interest in his work. It has also been noticed that

boredom occurs if men and women work together. On the contrary if the atmosphere is one of mutual

suspicion and distrust in which the management goes out of the way to scold the workers, the worker

soon loses his interest in work, thus adversely afflicting production.
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8.2.8.3 Means of Eliminating Boredom and Monotony

Many psychological means have now been evolved in industrial psychology to relieve boredom and

monotony. Since monotony depends upon the nature of work and upon the individual differences of each

worker, different means are adopted to remove monotony from different kinds of work. But even then the

following general measures can be useful in eliminating boredom:

a) Exchanging Job: The most important single measure in removing boredom is to exchange the jobs

of the workers among them. Since different kinds of jobs exhaust different muscles of the body and

the change of position can give rest also. The change of job not only helps to maintain the novelty

of the work but also avoids monotony. The worker also gets opportunity to gain experience about

different kinds of works, while repletion of the same work does not provide any variety of experience.

Some employees often change their jobs, even against company rules or by using devious ways in

order to combat monotony. There are various studies which show that such job exchanges have

usually beneficial effects.

b) Relating the job to the large picture: Some workers become bore with their jobs only because their

function is not connected with a comprehensive picture of the job. If a women who cleans dishes

treats each dish as nothing more than another dish, she will soon become bore and will experience

monotony. It has been seen that working girls soon become bored in their office work if they donot

have interest in it. On the other hand, a typist will not experience monotony if he finds the official

correspondence interesting or if the office’s function interest him. Because of this reason it is

desirable that all the workers should have sufficient knowledge of the work of their organization.

As long as they are ignorant of this they cannot gauge the importance of their own contribution to

it. Once they realize this importance their own job can be seen in the right perspective as part of the

longer picture.

c) Use of sub-goals: In order to reduce monotony it is desirable to create sub-goals within the work

which can be achieved quickly. One such goal is the completion of the day’s work with the result

that the worker feels he is making progress as the day wears on. If the goal is too far away or can

be achieved only after a long time, it does not serve to inspire the worker in this way. In addition to

this goal of completing the days’ work, his rest intervals can also be made sub-goals. He will be

inspired to complete work because he feels that soon he will get the chance to rest. The speed of

work increases as the time for rest comes nearer and the rest period provides relaxation and

removes monotony.

d) Use of pacing method and automatic work habits: Psychological analysis have revealed that monotony

is a repeated activity. It is not caused by recall but by repeating the work. Nowadays efforts are

made to turn all repetitive functions into automatic activities as far as is possible. When this is done

the work becomes natural and continues to be done without any attention being paid to it so that the

worker can allow his mind to wander here and there. Work of this kind doesnot cause monotony.

Many studies have shown that, given the liberty to day dream, monotony can be kept at low level.

Improvement can be seen when some repeated activity is made rhythmic. Less boredom is

experienced when walking in step rather than in walking without rhythm.



87

e) Provision of Industrial music: Another way of reducing boredom is to provide music to the workers

in the industry. This measure has proved of great value in all work which doesnot require the

constant attention of worker. It should be noted that instrumental music is more useful than vocal

music.

f) Increase of experience of completion: The awareness of having completed some work provides

natural motivation and stimulation. Because of this boredom can be reduced by allowing the worker

to have a greater sense of having completed his work. The managers should try to avoid interruption

of the worker at his work and in particular not to interfere with him before he has completed task.

The consciousness of completion is created when the worker is aware of the progress he has

made. No intelligent manager will stress that the worker should suspend his work as soon as he is

ordered. The manager will allow the worker to complete the work in hand and then ask him to

report. By doing so the manager can help to maintain the motivation of the worker and avoid

boredom. The work can also be divided into small units so that it gives more frequent experience of

completion and achievement.

g) Attending to individual differences: While dividing the work among the workers, attention should be

paid to their individual differences. If this is done the incidence of disinterest and boredom will be

less. As far as possible a worker should be given a task which suits his intelligence, attitudes,

spheres of attention, nature and emotional conditions.

h) Improvement of working conditions: Boredom and monotony can be controlled by providing a

properly timed and sufficient long period of rest, payment of wages at proper and correct time with

the help of introducing proper method of working, permitting freedom to laugh and enjoy and generally

improving the working conditions.

i) Proper social environment: Finally, the most important method of reducing boredom is to maintain

an atmosphere of love and confidence, cooperation and faith among the workers and the

management. If the social environment in encouraging and pleasant, bored on normally does not

occur.

8.3. SELF-ASSESSMENT QUESTIONS:

1. Explain the meaning of Fatigue.

2. What is the difference between Physical and Mental Fatigue?

3. Discuss some symptoms of Fatigue.

4. What are the methods to measure Fatigue?

8.4. SUMMARY:

Fatigue has been defined by American Government as an altered physiological and psychological

state in relation to the status of recovery or normal capacity. Musel defines fatigue as a condition caused by

that activity tends to be relatively poor and degree of fatigue tends to vary directly with the poorness of

output. The fatigues are of two types namely physical fatigue and mental fatigue. There are different conditions

which lead to fatigue which itself leads to a deterioration in the mental and physical health of workers and

ultimately to a fall in production. These includes long hours of work, absence of rest periods, incorrect

temperature, absence of proper ventilation, improper illumination, excessive noise etc. The main methods of

reducing fatigue includes reducing the hours of work, provision of rest periods, proper ventilation, arrangement

for proper lighting etc. The main symptoms of fatigue include feeling of exhaustion, muscular condition,
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chemical changes, nervous slackness, etc. There are three aspects of fatigue such as objective, physical and

mental aspect. There are three methods of measurement of fatigue which includes objective methods, physical

methods and mental methods. Monotony is a mental condition which is produced by the repetition of some

function over a long period of time. On the other hand boredom is a mental condition in which the individual

evinces negative attitudes and aptitudes for a particular work. Both boredom and monotony contribute to

fatigue and are caused by mental attitudes. The main causes of boredom and monotony includes individuality

of the worker, intelligence of the worker, attitude to work, satiation and feeling of progress etc. The means of

eliminating boredom and monotony includes exchanging job, relating the job to large picture, use of sub-goals,

use of pacing methods, provision of industrial incite attending to individual differences and proper social

environment etc.

8.5. GLOSSARY:

Illumination: It is the act or process of making something clearer or brighter or a device for doing so.

Ventilation: It is the movement of air between the environments of an organisation.

Boredom:It is an emotional and occasionally psychological state experienced when an individual is

left without anything in particular to do, is not interested in their surroundings, or feels that a day or period is

dull or tedious.

Monotony: It is defined as boring sameness or a lack of variety or interest, tedious repetition and

routine

Satiation: It is a psychological condition in which physical fatigue is at a very low level.

8.6. ANSWERS TO SELF-ASSESSMENT QUESTIONS:

1. Refer to section (8.2.1)

2. Refer to section (8.2.2.3)

3. Refer to section (8.2.5)

4. Refer to section (8.2.7)

8.7. TERMINAL QUESTIONS:

1. What is fatigue? State the various types of fatigue.

2. Explain the different aspects of fatigue? How the fatigue is measured.

3. Describe the occupational conditions and methods of reducing fatigue.

4. What is boredom and monotony? Explain the causes of boredom and monotony.

5. Explain the means of eliminating boredom and monotony.

8.8. SUGGESTED READINGS:

• Industrial Psychology by P.K. Ghosh and M.B. Gharpade, Himalaya Publishing House, Delhi.

• Industrial Psychology by Dr. Ramnath Sharma, Rajhans Publication, Meerut.

• Industrial Psychology, Blum and Naylor, CBS Publishers, Delhi.

*****
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Lesson-9

Accident and Safety

Structure:

9.0 Introduction

9.1 Learning Objectives

9.2 Contents

9.2.1 Concept of Accident

9.2.2 Are Accidents Accidental?

9.2.3 Causes of Accidents

9.2.3.1 Improper Working Conditions
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9.6 Answers to Self-Assessment Questions

9.7 Terminal Questions

9.8 Suggested Readings

9.0 Introduction

Industrial psychologists have their attention on the accidents for a long period of time that are so

common in industrial work because many industrial situations, apparently at least, seen potentially hazardous

to the persons involved in them - the speedily moving machines, the handling of materials and tools of various
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types, the operations of hand driven trolleys, the driving of automobiles and similar other speed machines are

a few examples which come immediately to our mind. The questions that have interested psychologists in

studying accidents in industry are: “Do accidents really happen due accidental causes or are there any

specific variables or factors which precipitate them?” An enquiry into the causes of accidents has led to

many illuminating insights; and it will be our endeavour in this lesson to outline some of these interesting facts

concerning accidents, discovered by constant research and study of accidents in numerous industrial situations

over a long period of time. This lesson also highlights on the safety measure to prevent these accidents.

9.1 Learning Objectives

After reading this lesson, the student will be able to know;

• Meaning and concept of Accidents;

• Are accidents accidental?;

• Causes of accidents;

• Means of preventing accidents;

• Concept of work; and

• Equipment design & working conditions.

9.2 Contents

9.2.1 Meaning and Concept of Accident

Accident is one in which a person is badly injured or killed, or when a property is damaged or when

a person has failed in responsibility or indulged in some unsafe behaviour. Everyone knows that most accidents,

whether serious or minor, have unpleasant consequences for the victim as well as the industrial organizations.

The individual who meets with an accident has to undergo suffering and sometimes suffers from a disability

of a serious kind which may have long lasting effects on his life. An accident may also result into death and

may lead to dislocation of the family and often to great economic and psychological loss. Psychologists think

of an accident as an unexpected occurrence resulting in actual physical damage to a living being or to a non-

living or inanimate entity. Some psychologists broaden the scope of definition to include situations which we

often describe as near accidents, i.e., not only the situations in which actual damage has taken place but the

situations in which there was the possibility of such a damage, but which was somehow averted. As psychologists

are more concerned with the behaviour that leads to an accident, they define accident behaviour or unsafe

behaviour to mean a behaviour which may lead to actual or near (problem) damage to living or inanimate

things. It must be realized at this point of time that accidents, in most cases, are precipitated by external

(situational) factors or individual behaviour. But, in certain cases, it may become extremely difficult to pin

point these factors and in these cases they may be described as a god’s or devil’s acts. Psychologists strive

to discover the situational and individual factor which explain an accident. Their main objective is obviously to

understand these factors very well so that a science of controlling or preventing accidents may be developed

to avert their reoccurrence under similar or probable circumstances. It is important to note here that most of

the understanding we have today of the probable factors involved in various types of accidents was derived

in earlier days from an analysis of accident records, from the records of insurance claims of companies and

the reasoning based on them.
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9.2.2 Are Accidents Accidental?

When the scientific attitude had not been adopted by the industry, it was believed that accidents were

accidental. But when scientific research began in the sphere of industries, it was soon learnt at if there were

provisions for safety the number of accidents fell. Where safety methods were introduced a downward trend

in the number of accidents, a marked improvement was observed. Hence, it is no longer believed that

accidents are accidental. The workman compensation laws have played an important role in this change

because once this legislation was introduced, the industrialists in England and America had to pay very heavy

compensation to any worker injured or incapacitated in an accident. The consequence was that accidents

became very undesirable as far as possible. With the passing of time it was noticed that the sum spent on

introducing safety devices proved to be far less than the total compensation paid in the case of the accident.

Hence safety devices proved to be more economic, and industrialists stood to gain by introducing them and

increasing them. Finding these safety measures as the paying proposition, the industrialists in every sphere

sought to introduce them and also trained their employees to avoid accidents and become more safety

conscious. Another advantage of introducing safety measures was that the loss of working hours through

accidents decreased and led to a further increase in production. Besides, the workers now developed a more

trusting and confident attitude towards their employers and thus worked harder, again benefiting the industrialist.

Many subsequent researches and studies have established beyond doubt that the introduction of safety

measures led to the saving of millions of dollars. And the production everywhere went up in proportion to the

security measures introduced, besides the improvement in human relations between workers and the

management. For this reason more attention is paid now in all industries to the prevention of accidents. This

shows that accidents are not really accidental.

9.2.3 Causes of Accidents

If accidents are not accidental, it is obvious that they must have some cause. Then, what is the cause

of accidents? Psychologists have undertaken various studies of the working conditions, the methods of working,

the mental condition of workers, to locate the causes of accidents. These causes can be classified under

three broad heads, namely, improper working conditions, work methods and factors concerning the workers.

These can be explained as under:

9.2.3.1 Improper working conditions: Factors such as the improper temperature in the factor, the intensity

and quality of illumination, the working hours, the extent of humidity, the arrangement of machines, the work

shift, are responsible for accidents. The under mentioned factors are directly responsible for increasing the

accidents in the industries:

a) Absence of proper temperature: Many studies have established that number of accidents goes up

if the temperature rises or fall far above or below the normal. This fact proves to be most truthful

about working in mines. It was seen that the number of accidents in the hottest mines was three

times as much as the number of accidents in the coldest mines. The frequency of accidents increases

with any extreme variation in temperature. Even when the temperature falls below the normal the

number of accidents increases. Women can adapt to higher temperatures better than man. On

cause of this can be the different kinds of clothing used by men and women. Yet, it is necessary to

determine the normal, the highest and the lowest temperatures differently for every country because

of different climate. The normal temperature in a very cold country may still be sufficiently cold to

cause accidents in an otherwise hot country because for people of hot and temperate climates that

temperature may still be too low to be tolerated easily. Hence it is necessary to make experiments
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to determine the normal temperature in a factor in a particular location. Then efforts can be made

to maintain that level of temperature so that accidents are avoided and the highest possible production

maintained. Osborne and Vernon1 conducted an experiment in a shoe factory, and they came to the

conclusion that the least number of accidents occurred when the temperature was between 55°

and 59° Fahrenheit. This conclusion was further substantiated by the studies of Bedford and Vernon.

b) Amount of humidity: If the humidity in a particular factory is far above normal, then the badly health

of the worker is adversely affected with the result that the possibilities of accidents increase. This

has been proved to hold true of mines. Hence it is now considered necessary to control the amount

of humidity in working areas.

c) Absence of proper light: The absence of proper illumination is another cause of accidents because

excessive or too little light strains the eyes and leads to fatigue. Natural light is always better than

artificial lights. It has been seen that accidents increase by about 25 percent when natural light is

replaced by artificial light. The relationship between accidents and lighting is further proved by

comparing the number of accidents in the day and night shifts. By making this comparison Osborne

and Vernon have shown that there are fewer accidents during the shift than in the day shift. More

railway accidents take place at night than during the day because at night the light is far less than it

is during the day. But it should be remembered that the quality of light is not the sole cause of

accidents because fewer road accidents occur at night, despite less illumination. This happens

because during the day roads are more frequented than during the night.

d) Work shift: Vernon has shown by his studies that fewer accidents take place during the night shift

than during the day shift. This is explained by the fact that during the day shift the worker arrives at

his work after a night’s rest and is also well fed at time. What happens is that after working for

sometime he becomes careless. This leads to accidents. On the other hand, the workers in the night

shift have already been awake for a number of hours before coming to work, with the result that

they pay more attention to their work and thus accidents are avoided. Some studies have given

results which contradict the findings of Vernon because it was then seen that more accidents took

place during night shift than during day shift. Some workers were involved in accidents during night

shifts either because they could not get adequate sleep during the day or because they came to

work in an intoxicated condition. Railway workers have more accidents during the night because

they become inattentive due to sleep. In view of the contradictory findings most scientists donot

agree about the number of accidents during the day and night shifts. While during the day there is

more light and workers are better rested, they have accidents because they become careless. But

the workers in night shift tend to be more careful and attentive.

9.2.3.2 Work methods:

Work methods are also sometimes responsible for accidents. It has been seen that factors such as

lengthy period of work, severity of work, the rapidity of production, fatiguing work methods, play an important

role in causing accidents. Among the more important factors relating to work methods responsible for accidents

are as under:

a) Length of work period: Long working periods have more accidents because fatigue tends to increase

and to accumulate over a long period of work. In one of the studies conducted by Osborne and

Vernon the number of accidents in a day shift fell by 10 percent when the working hours were

reduced from 59 hours to 56 hours. A decrease of 25 percent in the number of accidents was
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observed when the working hours of one particular night shift were reduced from 63 hours to 48

hours. It has also been seen that more accidents took place when the worker works in overtime in

addition to his normal working hours. Hence it can be said that when the working period extends

beyond a definite limit, the number of accidents increases.

b) Severity of Work: Any work which need extreme physical endurance and leads to physical exhaustion

can be called as a severe work. Severe work of this kind is more prone to accidents than other

kinds of work. In 1912 Goldmark made a comparative study of severe work and other kinds of

work and also of accidents taking place in the morning and evening. He came to the conclusion that

severity of work is one cause of accidents, and as fatigue increases, so does the possibility of

accidents.

c) Speed of work: Vernon’s studies have showed that the possibility of accidents increases with an

increase in the speed of work. One main cause of this is that fatigue increases when the speed of

work increases. Miles proves the truth of this statement with the help of pendulum test. He

demonstrated that the frequency of accidents increases with the speed of work. But, on the other

hand, many studies have not led to similar conclusions. For example, the survey of safety measures

and production conducted by American Engineering Council on an estimated ten lakh employees

and came to the conclusion that accidents fall as the speed of work increases. In actual fact much

depends on what is considered as the most appropriate speed of working in a particular industry.

And this speed may even vary from one individual worker to another. Some people have the

capacity to always work faster than others, and such people may in fact have more accidents if

their speed is reduced. In the same manner, the speed of working will also depend on the tools and

instruments being used. Then again a tired worker cannot work at top speed for a long time while

a healthy and fresh worker may be able to work much faster without being involved in any accident.

What has been established is that if the speed of work increases beyond the appropriate level, then

the possibility of accidents become greater, but the appropriate speed of work can only be determined

by many such factors such as the nature of work, the construction of machinery, the health and

motivation of the worker etc.

c) Methods which increase fatigue: Any method which increases fatigue will also increase accidents

because increasing fatigue leads to accidents. It has been seen in motor car accidents that they

occur most often when the driver of the vehicle is exhausted. The same has been found true in the

case of railway accidents.

e) Absence of safety devices: Conditions of work which donot make provision for safety devices also

contribute to accidents. In some factories the machines used have no safety devices attached to

them, while in some other cases the machines are provided with safety devices but the workers

ignore them because they want to show that devices are superfluous and they can work without

them. In order to forestall all such tactics it is better to have the safety devices integrated with the

machinery so that the workers cannot avoid using them. As the safety devices increases, the

accidents become fewer while the absence of safety devices leads to an increase in the accidents.

9.2.3.3 Factors concerning the workers: In addition to the conditions and the methods of work, there are

certain factors concerned with the worker which leads to accidents. These can be summarized as under:
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a) Immature Age: Many studies have indicated that as compared to mature workers, immature workers

are involved in a greater number of accidents. In this connection Lippman, Gates and Schmitt have

conducted valuable studies. Now most modern industries donot encourage immature people to

become workers.

b) Inexperience: Among all those who operate machines, the experienced worker is less inclined to

cause or become involved in an accident than the inexperienced worker. For this reason inexperience

is an important factor contributing for accidents. B. Fisher conducted a study on this aspect with

the Carnegie Steel Company, Youngstown Steel Company and some other similar organizations and

came to the conclusion that workers having experience of one month have six times as many

accidents as more experienced workers. It shows that inexperience is an important factor.

c) Bad state of health: If the worker’s health is not good, if he constantly complains, of headaches or

stomach aches or back aches or generally suffers from one complaint or the other, then he is more

accident prone than a healthy worker. In the course of a study Farmer and Chambers observed that

there was a direct correlation between the number of accidents and the presence of workers in the

hospital. E.M. Newbold established a relationship between accidents and the less important disease.

By conducting a study of 135 workers of Philadelphia Electric Company Viteles came to the

conclusion that the suffering workers had a record of three times as many accidents as the healthy

workers. Bingham made a study of workers suffering from blood pressure and came to the conclusion

that this disease was one cause of accidents. In this manner ill health has been established as a

cause of accidents.

d) Physical defects: Different kinds of work require different kinds of efficiency and capacity from

the different physical organs. For instance, if a worker has to work efficiently on some machines it

is desirable that his eye sight should be normal. If it is not, he may cause some accidents. For this

reason the eyesight of a person is specially checked before he is allowed to take up a job with

railways. The nature of work determines the most important part of the body and the necessary

level of efficiency it must possess. A worker using a heavy hammer with his hands must necessarily

have strong muscles in his arms. Otherwise he will cause some or the other accident. On the Other

hand, if a particular part of the body is not used in any particular function, then it does not matter if

that particular part is damaged or otherwise handicapped. If a person is to work as a script writer

it matters little of his feat are disformed.

e) Influence of sex differences: It has been observed that because of sex differences both men and

women are better fitted for some particular kinds of work. Generally, women cannot perform

dangerous and very severe work as efficiently as men, and for this reason if they try to do so they

soon meet accidents. The number of female car drivers involved in accidents is normally longer

than the number of male car drivers. In severe work women workers normally have three times as

many accidents as male workers.

f) Unfavourable mental and emotional conditions: The possibility of accident also increases if the

worker’s mental and emotional condition is unfavourable when he is working. It is because of this

reason that mentally unhealthy and emotionally unbalanced individuals are involved in more accidents

than the more normal workers. That is why in most factories no workers are allowed to enter the

premises in a drunk position. Alcoholic drinks tend to disturb the mental balance and thus make

work impossible. Hersey’s studies indicate that almost fifty percent of all accidents are caused by

the mental imbalance of the workers.
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In addition to the above mentioned causes of accidents there are certain momentary factors which

leads to accidents. For instance, such conditions as failure of the safety devices, inattention of the workers,

ignorance, being intoxicated or exhausted, arguments between the worker and the manager, etc. can cause

the accidents. For this reason it is always considered necessary to go into the causes of an accident so that

the responsibility for it may be placed. It is best to pay attention to the conditions of war, the method of

working, the individual qualities of workers involved in the accident, but even more to the social conditions,

the relationship between the management and the workers and the conditions existing at the time of accident.

9.2.4 Means of Preventing Accidents (Safety):

The only means of preventing accidents is to remove all the causes of accidents that have been

mentioned earlier. Generally speaking, accidents can be avoided or prevented if the following safety measures

are adopted:

9.2.4.1 Reform of the working conditions: In order to prevent the accidents, the conditions of work

should be improved. The temperature in the working premises should not be so much that it may lead to

discomfort. This helps to improve the health of the worker and thus prevents accidents. The illumination

provided should also be only strong enough and not too intense.

Besides, the light source should be installed at the correct angle. Only those parts of a machine should be well

lit which are to constantly in the eyes of workers. The light should not fall directly on the eyes of the operator.

Besides, the machines in the factory should be so arranged that the workers should be able to get maximum

production by making the minimum possible movements, so that there is not waste of effort. If some particular

machine is likely to cause accidents or if it is dangerous to go near to the some particular machine, then safety

devices should be installed to keep the workers away from it.

9.2.4.2 Provision of Safety Methods: In the present days, engineers and psychologists cooperate to

design safety methods by which even dangerous machines lead to fewer accidents. Engineers have been

responsible for designing safety devices, special kind of gloves, special kind of spectacles which shield the

eyes, and other gadgets by which machine can be operated from a safe distance, without ever being touched

by the human hand. Methods for keeping the operator away from the machine while working have also been

adopted but sometimes operators wish to show that they are not afraid of the machines and they deliberately

avoid using these devices. On such cases devices have been developed to ensure that workers cannot

operate the machine efficiently. If it is not possible to install such devices on some particular machines, the

workers should be trained and encouraged to use these devices. In brief, the workers should be encouraged

in every possible way to adopt these safety devices.

9.2.4.3 Pay attention to individual differences: Many accidents take place because the worker is required

to perform some work which is beyond his physical capacity. Women, for example, cannot do heavy work,

and if they are asked to do it, accidents become inevitable. Hence it is desirable that before allocating a

particular task to a particular worker, information about his age, experience, mental health, emotional condition,

sex, nature, intelligence, physical qualities and defects should be collected. If, after all this information has

been collected, he proves to be capable of performing the particular task and is involved in many accidents in

doing it, he should immediately be taken away from it and put to some other work. Before putting a man on

some dangerous machines it is better to test his accidents proneness.
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9.2.4.4 Training in right work methods: Many accidents take place because the operators using machines

have not been trained in the correct use of them. It is always better, therefore, to train a person in the use of

a machine, in its maintenance, before allowing him to handle it. Another reason why accidents occur due to

wrong methods of work is that in such a case the worker becomes tired rapidly and once a person is

exhausted his tendency to commit mistakes and cause accidents increases rapidly.

9.2.4.5 Means of removing fatigue: One of the important causes of accident is fatigue. Hence it is

essential to remove fatigue and it is one of the means to avoid accidents. The most important method in this

connection is to provide properly timed rest at frequent intervals so that the worker can regain his energy and

avoid reaching a stage of complete exhaustion. Besides, the hours of work should not be too long so that

complete exhaustion should not occur at all. Fatigue can also be prevented by providing a worker with a job

which suits his mental and physical capacity. Fatigue can also be reduced by allowing the worker to have a

sense of satisfaction by completing his job, by creating an atmosphere of cooperation and happiness, by

creating cordial relations between worker and management, by making arrangements for timely payment of

salary, etc. In addition to water, arrangements should be made for proper drinking water, wholesome and

cheap food, and comfortable furniture for resting during the working hours.

9.2.4.6 Proper speed of work: Accidents frequently occur when the work is performed at a speed much

greater than that which is desirable. Drivers who often drive at high speeds are very frequently involved in

accidents. So the speed of the worker in an office or factory should be controlled. Accidents can occur if the

workers make a habit of putting in overtime, in addition to their normal working hours. If the worker tries to

work rapidly as soon as he starts working, he becomes tired very quickly with the result that he works for the

rest of the day in an exhausted condition, thus increasing the chances of accidents. Hence the workers should

be encouraged to work at such a speed that they can maintain their efficiency and work throughout the day

without unnecessary fatigue.

9.2.4.7 Organisation of Safety Committees: Another measures for preventing accidents suggested by

psychologists is the formation of safety committees. There should be one such committee in each factory, or

even in each department of the factory, should the factory be exceptionally large in size. In addition to the

workers, even security officers and psychologists may be asked to function in this committee. The suggestions

and complaints of workers are recorded and considered in this committee so that the possible areas can be

known and measures for preventing them instituted. At the same time such an organisation helps to interest

every worker in preventing accidents.

9.2.4.8 Safety campaign and poster: Safety can also be promoted with the help of organizing rigorous

campaign in factories and offices. Posters and slogans can also be used in such a campaign but normally the

slogans should not be negative. These slogans will help the workers to control his actions. Such slogans can

be printed and hung up in various places within the factory premises. They will help to drive away the

worker’s fear, awaken his sense of safety, and direct him to act in the correct way. Posters should tell the

workers not only those accidents are possible but also how he can avoid them.

9.2.4.9 Habits of safety: Despite all the safety measures adopted, by far the best and the most successful

method is the creation of habits of safety. If some workers has made a habit of operating his instruments

improperly and of not using the safety devices, he may have an accident despite his efforts to prevent it.

Various kinds of safety devices are built into different machines, and it is necessary that the worker should be

trained in the use of them. But he must be in habit of using them. Sometimes they resist the installation of

some new devices and in such situation they should not be forced to use them. They should be psychologically

convinced that it is in their own interest to make use of safety devices. Once they are convinced, they will

become habitual of it.
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9.2.4.10 Motivating safety: Unless the worker is motivated to exercise caution and make use of the safety

devices installed for his benefit, accidents can be prevented. Therefore, now a day’s workers are motivated

and encouraged to work cautiously. One way of doing it is to increase the salary of those workers who follow

the safety regulations. Another way of doing it is to counteract opposite kinds of motivation. Sometimes

safety devices are not adopted by the workers because they cause discomfort, in such cases efforts should

be made to make them comfortable.

9.2.5 Work - its concept:

Work can be defined as an action performed with the object of achieving some particular objective.

Hence work is an action with a particular aim which is fulfilled by the action. Human beings do various kinds

of work to earn their livelihood. Apart from this action may have some other objectives such as study, earning

prestige etc. Hence it may be objected that play also has an objective and for that reason it would be difficult

to distinguish play from work. But two things must be kept in mind. In the first place the player does get some

satisfaction of his psychological and physical needs, but he doesnot start by considering this satisfaction as his

goal. In the second place, it is not possible to draw a dividing line between play and work. The same game

may be play for someone and work for others depending upon the attitude. Work is broadly divided into two

categories, i.e., muscular work and mental work. Every human being performs a multitude of muscular

actions every day in his life. Muscular work, depending upon the difficulty involved, results in more or less

fatigue, sooner or later and one arrives at a stage when one stops work due to the fatigue. This limit differs

from individual to individual and from work to work. Whereas mental work involves the use of mental energy

and therefore all people cannot be expected to perform the same kind of mental work. One common example

of mental work is the work of study. In this kind of work, too some functions are difficult and hard while

others are simple and easy. It is, for example, easier to take notes than to write a book. So individuals with

varying amounts of mental energy are required to perform these simple and complex tasks. Individual differences

in respect of metal energy are seen just as they are present in the case of muscular energy. Besides this,

some individuals have exceptional capacity for certain specific kind of takes and takes but negligible capacity

for these, e.g., the good teacher is rarely a good writer while the good writer may or may not be a good

teacher.

9.2.6 Equipment design:

The design of equipment also influences the industrial loss in addition to environmental and personal

factors. In fact, it would not be wrong to say that equipment design is a comparatively more important factor

than environmental and individual factors in causing industrial production. It is natural that industrial efficiency

should be influenced by equipment design if the equipment is so designed that the worker becomes tired

rapidly, out of all proportion to work, or if he cannot work without some interruption or he can achieve only a

very low level of production. As far as automatic machines are concerned, they are usually designed to avoid

accidents. It is essential to see in such a case how the worker will sit, the amount of light he will get and the

direction from which it will come, and the movement he will have to make in order to control such a machine.

It is necessary that the light should fall on the instrument panel and not on the eyes of the worker. If the light

disturbs his vision he will not be able to see the instrument panel, thus increasing the chances of an accident.

He may even be dazzled by the light and thus operate the machine incorrectly

While operating various kinds of machines, workers have to make different kinds of movements with

their hands and feet. Fatigue is directly related to the kinds and extent of such movements. If some specific

muscles are brought into play in operating some machines, then it is only natural that muscle will suffer
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extreme fatigue. That is why psychologists have assisted in designing of equipment which will result in

maximum production while inducing the least possible amount of fatigue. Motion studies are of great value in

the designing of this kind of equipment. In recent years psychology has been able to help machine designing

to such an extent that a branch of psychology known as engineering psychology has come into existence.

Equipment design is not only concerned with the shape and size of machines and tools but also with the order

in which they are placed within the factory premises. It is common knowledge that the tools and machines

required by a particular worker should be placed within easy reach so that he can pick them up by extending

his hands. In addition to this tools should be placed in the order in which they will be required. Even this

arrangement of the tools is the work of psychologist. In case a worker has to stand and work he will naturally

become tired more quickly and thus his industrial efficiency and output will both suffer. It is because of this

reason that psychologists have suggested the construction of machines which the worker can operate while

sitting. The psychologists have given suggestions for the construction of machines in such a manner that

workers body is placed in such a position that he does not tire easily. The importance of equipment design for

industrial efficiency is evident from this exposition, psychologically considered, if the machine design is

adequate, the accident rate falls, fatigue 
A
 declines, enthusiasm is maintained and industrial efficiency increases.

9.3. SELF-ASSESSMENT QUESTIONS:

1. What do you mean by accidents?

2. Explain the means of preventing accidents.

3. Explain the concept of work in the organisation.

9.4. SUMMARY:

Accident is one in which a person is badly injured or killed, or when a property is damaged or when

a person has failed in responsibility or indulged in some unsafe behaviour. Psychologists think of an accident

as an unexpected occurrence resulting in actual physical damage to a living being or to a non-living or

inanimate entity. Some psychologists have broaden the scope of definition to include situations described as

near accidents. Since accidents effects the production of industry so it is very essential to prevent these

accidents. If accidents are not accidental, it is obvious that there must be some causes which leads to

accidents. Mainly there are numerous causes of accidents, however, these can be classified under three

broad heads, namely, improper working conditions, work methods and factors concerning the workers. The

improper working conditions includes absence of proper temperature, amount of humidity, absence of proper

light and work shift. The work methods includes length of work period, severity of work, speed of work and

methods which increase fatigue. Factors concerning the workers includes immature age, in experience, bad

state of health, physical defects, influence of sex differences, unfavourable mental and emotional conditions.

In order to remove accidents in an industry it is essential that causes of accidents should be removed. The

various means of preventing the accidents are such as reform of the working conditions, provision of safety

methods, pay attention to individual differences, training in right work methods, means of removing fatigue,

proper speed of work, safety campaign and posters, habits of safety and motivating safety.

Work can be defined as an action performed with the object of achieving some particular objective.

The work can be of two types, i.e. muscular work and mental work. The equipment design also influences

the industrial loss in addition to environmental and personal factors. The design of equipment should be such

that workers donot feel tired quickly. If the machine design is adequate, the accident rate falls, fatigue

declines, enthusiasm is maintained and industrial efficiency increases.
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9.5. GLOSSARY:

Humidity: It is the concentration of water vapour present in the air.

Fatigue: It can be describes as the lack of energy and motivation (both physical and mental).

Work:It can be defined as an action performed with the object of achieving some particular objective.

9.6. ANSWERS TO SELF-ASSESSMENT QUESTIONS:

1. Refer to section (9.2.1)

2. Refer to section (9.2.4)

3. Refer to section (9.2.5)

9.7. TERMINAL QUESTIONS:

1. What do you mean by accidents. Explain the causes of accidents.

2. Are accidents accidental? Describe the means of preventing accidents.

3. Explain the concept of work and equipment design in an organization.

9.8. SUGGESTED READINGS:

• Industrial Psychology, Ghosh, P.K., Ghorpade, Himalaya Publishing House, Delhi.

• Industrial Psychology, Blum and Naylor, GBS Publishers, Delhi.

• Industrial Psychology, Ramnath Sharma, Rajbans Publications, Meerut.

*****
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Lesson-10

Organizational Stress

Structure:

10.0 Introduction

10.1 Learning Objectives

10.2 Contents

10.2.1 Concept and Nature of Stress

10.2.2 Major Causes of Stress

10.2.2 (A) Organisational Causes

10.2.2 (B) Personal Factors

10.2.3 Major Effects of Stress

10.2.4 Coping with Stress

10.2.4.1 Personal tactics of Stress Management

10.2.4.2 Organisational tactics of Stress Management

10.3 Self-Assessment Questions

10.4 Summary

10.5 Glossary

10.6 Answers to Self-Assessment Questions

10.7 Terminal Questions

10.8 Suggested Readings

10.0 Introduction

The present world is fast changing world. There are lot of pressures and demands at work. The

workers are required to be on toes all the time. There are deadlines to be met, difficult jobs to be completed,

unavoidable delays in job completion, failure of machines and instruments, a difficult boss to be pleased, an

envious colleague to be dealt with, job insecurity, job transfers, the necessity of updating one’s knowledge,

adjusting to occupational hazards etc. The list is almost endless. Stress is often applied to conditions in the

world around us that induce feelings of discomfort and tension. Stress is an invariable part of our life and

plays an important role in the industries. This also affects the work of the people working in the industry.

There are various effects of stress and ways to cope with stress. The present lesson throws light on the

organizational stress, its major causes, effects and ways to cope with stress.

10.1 Learning Objectives

After reading this lesson, the student will be able to know:

1. Concept and nature of organistional stress;

2. Major causes of stress;

3. Major effects of stress; and

4. How to cope with stress?
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10.2 Contents

10.2.1 Concept and Nature of stress

There is a rapid change in the world and there are lot of pressures and demands at work. The

workers are required to complete their jobs without any delay as per targets given to them. This causes a

stress on the work. The term stress is used in two different ways. Firstly, it is applied to conditions in the

world around us that induce feelings of discomfort and tension. In this context, stress refers to the presence

of various stressors, i.e., external sources of pressure. Secondly, it is also applied to the internal reactions

induced by such stressors, i.e., the unpleasant feelings we label as stress. Both of these perspectives are

useful. Stress can be defined as a demand on our psychological and physical functioning that threatens an

individual’s adaptation to a given situation. The type and the degree of the stress experienced depends not

only on the situation and events which give rise to it, but also on the individual’s perspective, constitutional

make up and the strategies that he has developed to cope with stress.

Bowers and Kelly (1979) have pointed out four important characteristics of stressful events which

are as under:

(i) People feel a sense of loss of control of the events in their life. They feel helpless to change what is

going on and to successfully intervene in the process.

(ii) There is an anticipation or occurrence of physical or psychological pain. For instance, the individual

fears being injured or killed (as in a disaster) or it is threatened with a loss of self esteem (as in

divorce).

(iii) There is a loss of social or emotional support. In a disaster, friends and relatives may be missing or

killed. Less drastic events such as divorce, jobless or marriage may separate individuals from family

members and old friends.

(iv) The event or some aspect of it is perceived as unpleasant or aversive and the individual tries to

actively avoid it.

In general, whenever the environment presents a demand that threatens to exceed the person’s

capabilities and resources for meeting it he experiences stress. Not that there was no stress at work previously,

it definitely was there. But it was more a physical stress than mental. Also it used to be of shorter duration

and less frequent. Presently no person or job is free from stress. The effects of stress can range from mild to

lethal. It can sap a person’s physical and mental energy and throw him out of gear. Therefore, today, a lot of

attention is being paid to the understanding and prevention of stress. These reactions can be classified into

three major types, i.e. psychological, physiological and coping behavior. These can be explained as under:

a) Physiological reactions: We often show physiological reactions to stress. At such times there is an

increase in our heart beat, blood pressure, respiration etc. Hans Selye, the scientist who has done a

lot of research on stress thinks that these reactions help to cope with the stress threatening or

dangerous situation.

b) Psychological reactions: At times we show psychological reactions to stress like fear, tension and

anxiety. We try to analyse the situations and find out how dangerous or threatening it actually is.

c) Coping behaviour: This is an attempt to deal directly with the source of stress. This category covers

a wide range of behaviours. It could be an action that makes us feel relaxed and better, e.g.

convincing oneself that there is muchreason to worry.
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10.2.2 Major Causes of Stress

Stress should be accepted as an inevitable part of life. Different situations and circumstances in our

personal life and an our job produce stress. There are numerous causes of stress and can be grouped in two

broad categories, i.e., factors related to organization or job and factors related to the person which include his

experience and personality traits. These can be explained as under:

A) Organizational Causes: Many aspects related to the job or organization can cause stress. The

important or major among them are as under:

i) Occupational demands: Before taking up a job one must consider the level of stress it will involve

and one’s ability to handle it. Some type of job cause more stress than others. For instance, a

farmer’s or a librarian’s or even a clerk’s job is much less stressful than that of a production manager,

a fire fighter or a traffic controller. A research conducted by Shaw and Riskind shows the aspects of

the job related to high or low stress. Regardless of the work involved, the more the number of these

characteristics, a job has the more severe is the stress that it produces. The job characteristics that

lead to stress can be shown as per Table 1:

Table 1

Job Characteristics that Lead to Stress

S.No. Job Characteristics

1. Making decisions

2. Monitoring devices or information

3. Performing complex

4. Exchanging job-related information with others

5. Being in a stressful environment

6. Being in a hazardous job situation

7. Engaging in general personal contact

8. Performing unstructured versus structured work

9. Being alter to changing conditions

ii) Role Conflict: People play various different roles in their lives. They have to satisfy various different

people who hold contrasting expectations about their behaviour. When the individual’s own role

conflicts with the one that is imposed upon him by others it produces role conflict. Role conflicts can

occur at work, at home etc. For instance, a women who has to stay on the job late in the evening

faces conflict due to her roles as an employee as well as mother and wife. Growing family

commitments-conflict with her job responsibilities can lead to stress. Generally the family helps a

person to overcome some of the harmful effects of stress. Individuals with a spouse or spouse and

children are able to deal more effectively with stress than individuals who are alone. Thus, though

demands at home often conflict with demands on the job, a family is a source of comfort and support

to an individual.
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iii) Role ambiguity: It is a common source of job related stress. It results from uncertainty that individuals

experience with regard to job related role. For instance, a person who does not know exactly what

is expected from him, his responsibilities, the limits of his authority, specific production requirements,

job evaluation criteria used to evaluate him, etc., experience stress of this type. It is one of the major

causes of job related stress. Fortunately, in most organizations the individuals have no problem in

fulfilling his role expectation. But in organizations where the roles are not well defined an employee

experiences job dissatisfaction, tension and depression.

iv) Work overload: Overload means overwork. Overload could be of two types, namely, quantitative

and qualitative overload. In quantitative overload there is too much work to be completed in too little

time. This happens when seasonal demands increase, e.g., just before rains, in an umbrella

manufacturing unit there is a lot of haste to produce more at fast speed. This type of stress often lead

to illness. In qualitative overload the amount of work may not be much but it could be very complicated

and demanding on one’s mental capacity. It makes a person feel that he lacks the skill or ability to

perform a given job. He may even leave the job if a better alternative is available. If no alternative is

available he may remain absent and show increased dissatisfaction and irritability.

v) Work under load: It means too little work. As per various research findings too little work can be as

stressful as too much work. It leads to boredom, monotony and lack of stimulation to do anything.

The research has shown that both high and low levels of stress can be equally harmful. Only moderate

account of stress can cause less harm. Therefore, it is necessary that one keeps oneself busy to the

extent that one’s abilities are not overtaxed and one feels capable of dealing with the situation. Work

under load can also be qualitative in nature. It means lack intellectual or mental stimulation. Thus

routine or monotonous job can also become stressful.

vi) Responsibility for others: In an organization, different persons are responsible for different things.

Some are responsible for financial matters like taxes, budgeting, accounting etc. Others deal with

physical matters, procuring supplies, overseeing production, maintaining equipment, marketing etc.

Yet others like supervisors or managers have to deal with people. Individuals who are responsible for

others, to motivate them, reward or punish them and make decisions about them experience higher

education and anxiety than others. Their task is very much demanding and stressful.

vii) Change: Minor changes in the work situation are unavoidable. But major changes cause disturbance

and stress. One feels secure in familiar surroundings. Changes in supervisor or management, changes

in managerial style, changes in work place, transfer, introduction of new machines and new techniques

of production disturb the stability and predictability of the work environment. In the rapidly changing

technological world of today such type of changes survive in the competitive market. However, all

are not able to cope up equally well with such changes. It is especially difficult for older employees

to change their work habits or adjust to a change environment.

viii) Lack of social support: Various studies have revealed that people who can count on the support of

others when faced with a stressful situation can deal more effectively with stress than others who

are less fortunate in this respect. Social support reduces the strain produced by a stressful situation.

It acts as a buffer and leads to greater job satisfaction. In one study by Kobasa and Puccetti it was

observed that the managers who felt that they had the support of their immediate boss reported

fewer symptoms associated with stress than managers who did not feel they had such support.

Many individuals seek social support when faced with high stress. It is often said that misery loves

company. Knowing that others are facing similar problems as one reduces the stress one experiences.
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ix) Lack of involvement in decisions: Lack of employee participation in decisions affecting their jobs has

a disturbing effect. Most employees feel that they know a lot about their work. Therefore, when

they are not consulted while taking decisions relating to their jobs they experience stress. If employees

are permitted to involve themselves in making decisions affecting their jobs they report less role

conflict and higher job satisfaction.

x) Other sources: Besides the above mentioned factors, there are various other sources of stress within

the organization. One of it refers to the working conditions. Working conditions like loud noise, over-

crowding, repetitive work, extreme temperature, strained relationship with co-workers, piece work

system, swing shifts and flexible work hours can cause considerable stress. Performance appraisal

is another source of stress. Changes in company policy, reorganization of internal structure, mergers

and major changes in management also lead to stress.

The following figure shows the organizational causes of stress:

Figure - 1

Role Conflict Role

ambiguity

Occupational Work overload

Job Related Stress Work

Other sources underload

Responsibility

for others

Lack of

involvement Lack of social Change

in decision support

B) Personal factors

Individuals differ in their ability to deal with stress. Some can adjust to high levels of stress while

others break down them even under minor stress. An individual’s life events, personality etc. have an effect

on his ability to withstand stress. This can be understood with the following explanations:

i) Life events: Stressful life events have an effect on a person’s health. An individual adjustment to

stressful events in personal life have an effect on his adjustment to job related stress. Table 2 shows the

various life events and their relative stressfulness. Individuals with stress levels between 150 to 300 points

have a 50% chance of becoming seriously ill during the next 12 months. Those with stress levels above 300

points have a 70% chance of becoming ill.
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Table - 2

Life Events that Cause Stress

(Events at top of the list are highly stressful while those at the bottom are mildly stressful. Nos. given

next to them indicate their relative stressfulness 100 = Maximum stress: Source: Adapted from Holmes and

Rahe, 1967)

Life Events                                                         Scale Value

Death of Spouse 100

Divorce 73

Martial separation 65

Jail term 63

Death of a close family member 63

Personal injury or illness 53

Marriage 50

Fixed from job 47

Retirement 45

Pregnancy 40

Sex difficulties 39

Death of a close friend 37

Change to a different line of work 36

Mortgage over $ 10,000 31

Changes in responsibilities at work 29

Trouble with in laws 29

Son or daughter leaving home 29

Trouble with boss 23

Change in work hours or conditions 20

Change in residence, schools 20

Change in sleeping habits 15

Christmas 12

Minor rotations of law 11

People who are able to deal effectively with stress have certain distinguishing characteristics. They

are people who have sense of purpose and see meaning in life. They believe that they have a control over

their lives. They donot feel threatened by changes and challenges. They consider them as opportunities for

development.
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ii) Tension dischange rate: Though all individuals experience some form of tension or the other on job,

they differ in terms of what they do with it. They differ in their tension dischange rate. It refers to the rate at

which individuals dissipate job related tensions at the end of the day. Some leave their job related tensions in

the work place while others carry them home. The person in the former category experiences less tensions

and suffers from lesser ill effects of stress. It is very beneficial to learn to leave your worries behind you at

the end of the day.

iii) Personality pattern: Stress does not affect all in the same way. People differ in their stress

tolerance ability. Researchers have come to the conclusion that tolerance to stress depends on the type of

personality an individual has. Basically, there are two types of personality patterns, i.e. type A and type B.

This can be seen with the help of Table 3. People with type A personality pattern are highly competitive, over

ambitious, aggressive, with a constant sense of urgency about time. They impose various deadlines on

themselves. They run about completing their tasks with a feeling that time is running out.

Table - 3

Typical A Type and B Type Personality Characteristics

Source: Industrial and Organisational Psychology, Anita Kumar, Suhail, Pathare, Himalaya Publishing House,

Delhi.

They want things to happen immediately and get irritated if there is any delay. They achieve one

thing after another. Their life style leads to a lot of stress and strain. They cannot relax or enjoy leisure. Type

B people could also be ambitious but they can work under stressful conditions without suffering from any

stresses or strains. They work hard but donot get frustrated or irritated if they are not able to achieve their

goals. They are sort of immune to stress.

I.

II

III

IV

V

VI

VII

VIII

Type A People

Do things rapidly

Impatient with the speed with which things

are accomplished or work is done

Try to do more than one thing at a time

Are tense during leisure time and even feel

guilty of whiling away their time

Unable to appreciate things of beauty or

nature that may relax mind

May undertake more things than they can

cope with

May make nervous gestures such as tics,

clenched first

Constantly evaluate their own and other worth

in terms of number of things achieved and

mostly neglect qualitative aspects of

achievement

Type B People

Work steadily

May not always be impatient.

Plan and execute things which they feel are

within their capacity

May truly enjoy leisure, forgetting their

involvement in work or goals

Appreciates things of art and beauty

May undertake manageable tasks

May only show tensions occasionally or signs

of stress

May be more concerned with the quality of

their work than quantity
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iv) Locus of control: Another factor that affects vulnerability to stress is known a locus of control.

It could be either internal or external. According to Rotter, people with an internal locus of control believe that

they can control the forces and events which shape their lives with their own abilities. People with an external

locus of control believe that forces and events in their lives are not under their control and so they cannot

shape their lives the way they want to Rotter developed a test called ‘Rotter’s Sentence Completion Test’ to

measure the locus of control of an individual. He showed that people with high internal control are less

susceptible to stress than those with external control. They feel confident that they can accomplish things

with their own internal resources. It has been found that people who are flexible, adaptable, action oriented

and witling to face adverse circumstances as challenges rather than threats are good in problem solving skills

and cope with stress in a better way than those who lack or are low in these qualities.

10.2.3 Major Effects of Stress

Stress has a very great impact on our health and psychological wellbeing. Mild stress does not have

much effect on our personality. Moderate stress helps by activating us and enhancing our performance. It

affects employees at ail hierarchies and ages. High stress is highly unpleasant. The major effects of stress

can be enlisted and explained as under:

i) Health: Han Selye was the first person to reveal the relationship between stress and health. He

showed how emotional strains in our life can cause physical problems. According to him stress

affects us in three stages. He called it the General Adaption Syndrome (GAS)’. The first stage is

known as alarm reaction under which the person is shocked by the stress arousing event. Slowly

his body starts feeling tired, he gets headache and feels washed out. When such physiological

changes continues for a long time the persons tarts resisting the effects of stress. This is known as

stage of resistance. During this stage various hormones in the body try to restore the body’s internal

balance. As a result of this the symptoms slowly disappear. However, if the stress persists, the

person reaches the third stage known as the stage of exhaustion. In this stage, the person’s energy

may be exhausted and the symptoms of stress reappear. This stage can lead to a serious illness or

even death. Stressful events give rise to an increase in blood pressure, heart rate and acceleration

of various bodily functions. Extra sugar is released in the blood stream which provides more energy

to the brain and limbs. If stress is experienced very frequently the body’s reserved energy gets

exhausted and the person becomes vulnerable to infections and disorders. Those who have hereditary

predisposition to certain diseases are likely to suffer from them because of the extreme stresses in

their lives. The stress is also known as silent killer.

ii) Alcoholism and drug addiction: Most of the people try to avoid stress. When it is unavoidable some

people attempt to deal with the problem while others try to withdraw or avoid it. People from the

latter category, may times take to drugs or alcohol. Alcoholics and drug addicts are likely to remain

absent from work and cause loss of production. They are also more prone to accidents. These two

habits spoil their careers and wreck their families. Previously employees who were found to be

drug or alcohol addicts were dismissed by the management. However, today different approach is

taken towards them by the management. They design special programmes to help such employees

to give up the habit. They provide counseling and treatment to employees and sometimes they

advice them to approach agencies which specialize in such help. Besides drugs and alcohol some

people may find an escape route in smoking, heavy eating or sleeping pills. People who are immature

and not so well adjusts to life may even take to anti social or violent behaviour under chronic stress.

Some may breakdown psychologically and go in save. A few may even commit suicide.
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iii) Burnout: it is defined as a syndrome of emotional, physical and mental exhaustion resulting from

prolonged exposure to intense stress. Although most people do adjust to stresses on the job a few

get worn out by stress. They feel exhausted and show feelings of helplessness. They seem to use

ail their energy in dealing with day-to-day life and its problems. They have no energy or inclination

to take interest in others. They feel unhappy, bored and irritable on the job such persons suffer from

mental exhaustion. They take a pessimistic attitude towards life and people. Figure 2 shows the

bum out syndrome. The burnout syndrome is found to be more common in some professions than

others. There are various factors which lead to a burnout in a study conducted by Gaines and

Jermier, the police department was assessed on emotional exhaustion and it was found that women

experience greater exhaustion than those in the patrol department. The individuals who perceived

the rules of the organization to be flexible experienced less exhaustion. Burn out costs heavily to the

individuals as well as the organization. Burnout victims are likely to drop out or quit their jobs or

Figure 2

The burn-out syndrome (Based on Bason)

Intense and prolonged work-related issues

Physical Exhaustion Emotional Exhaustion Mental exhaustion

(feels strained, fatigues (Feeling of depression, (negative approach

& lacking in energy) hopelessness and lack of towards others,

interest in life, work reduced self-esteem)

and others)

Bum out

Reduced efficiency on the job

withdraw from their careers. Their quitting the organization or job is beneficial to the organization. It

helps to improve productivity and is also good for themselves because it helps them to come out of a

frustrating and tense situation. However, it is a loss to society in terms of expertise, training and

talent.

Some persons donot drop out of their career but just change the job. Some burn outs do remain on the

job but wait eagerly towards retirement. They are likely to become dead wood, i.e., unproductive members of

the organization. However, burnouts does not always lead to the end of one’s career. If the individual becomes

aware of the problem and tries to solve it, it can be reversed. Since prolonged exposure to stress is the major

cause of burnout, the most effective way of reversing the effect of burnout is allowing some relief to the

person by reducing his stress. The steps given in table 3 helps the person to counter the harmful effects of

burnout.
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Table 3

Counteracting the Impact of Burnout

10.2.4 Coping with stress

Stress is inevitable as day and night. There can be no work setting in which individuals donot experience

some sort of stress. Hence it is impossible to remove all stress from the work environment. On the contrary,

some amount of stress is even desirable. It adds spice to life and helps in improving performance. It is only

when it is prolonged and intense that it leads to negative results. At such times it is necessary to be able to

control stress, if not eliminate it altogether. There are two major techniques of controlling stress, namely,

personal tactics and organizational strategies. These two techniques can be explained as under:

10.2.4.1 Personal tactics of stress management:

There are various ways in which a person can shield himself from the negative impact of stress. One

way is to increase one’s stress tolerance by increasing physical fitness. Persons who exercise regularly and

avoid putting on weight have lesser chances of suffering from stress related illnesses like blood pressure or

heart disease. Secondly, a person can participate in coping skills training. It involves making people realize the

stress producing potential of different situations and using various different techniques for dealing with those

situations. Most of these techniques teach individuals to replace anxiety and tension with relaxation. The

most popular technique is known a relaxation training. In this the individual is taught to relax his body muscles

in a systematic way. The technique was used by ancient Indian Yogis. It is known shavasan. It is a yogic asan

in which the person relaxes all his muscles starting from the feet and moving towards the head. Though not

easy, proper training and persistence does help a person to relax his muscles at will.

Another technique used to achieve relaxation is meditation. In this technique the person sits in a

comfortable position, closes his eyes, regulates his breathing and tries to close his mind to all sorts of thoughts.

Though it is difficult in the beginning, it is possible to clear one’s mind of all thoughts, especially disturbing

ones. The person silently repeat a syllable or mantra again and again. This helps one feel relax. It reduces

oxygen consumption and produces a brain wave pattern similar to the one found when the person is in a

relaxed state. Sometimes techniques like massage is also used to achieve relaxation. According to the famous

Step

Admit that there is a problem

Re order priorities and goals

Establish a network of social support

Divide life into work and non-work segments

Cultivate hobbies and outside interests

Value in Countering burnout

Unless individual are aware that they are suffering

form burn out they will fail to take any action to

overcome it.

Individuals must recognize that they cannot do

everything

Friends who appreciate one's work and understand

one's problems can be helpful in overcoming negative

feelings about oneself and one's work

By learning to leave problems at the office

Such activities can help individuals avoid going state
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psychologist, Skinner, behaviour that leads to positive consequences or punishment is not likely to be learnt.

He thinks that human behaviour can lie modified by making appropriate use of reward and punishment. Many

undesirable characteristics of A type of people and those high on external locus of control can be modified

through this technique. Through doubts are expressed about the long term changes at least in some behaviour.

Besides these tactics there are other ways of reducing stress Developing a hobby or interest helps to distract

the mind from the tension of work. Going on a short vacation or even a weekened trip helps. Introducing

changes in the procedure of doing a job or the structure of a job also makes one feel better. All these tactics

help individuals to reduce stress through their own personal efforts.

10.2.4.2 Organisational tactics of stress management

Organisations can also help employees to reduce stress. They can do it by changing their own

structure or procedures or changing the nature of jobs.

a) Changes in organizational structure and function: This strategy of stress reduction involves producing

changes in the organizational set up. There changes helps the employee work in a relatively stress

free environment. Any change requires adjustment. In the beginning the necessity of adjusting to a

change produces stress. This types of stress can be avoided by not producing shocking and sudden

changes without taking the employees into confidence- involving workers in decisions regarding

changes in the organization proves useful. Or at least the necessity and reason behind changes

should be explained. Decentralisation is one way of making a positive change in the organizational

structure. It is a process through which authority is spread more widely throughout an organization.

It reduces the helplessness that workers experience and thereby decrease their stress. Performance

appraisals and fair distribution of organizational rewards also help to reduce stress.

b) Changes in the nature of job: Roitnue, repetitive jobs produce boredom and stress. Job enlargement

increases the scope of the job and includes different activities in it. Enriching the job by providing

more opportunities to the workers for planning and performing of their jobs also helps. Reducing

travel and unpleasant working conditions is also useful. Organisations should take care while selecting

people. If a job involves higher level of stress tolerance, the person selected to work on such a job

must be hardy and with high capacity to tolerate stress. A psychological test like the Poiter’s

sentence Test can be used to select the right kind of persons for the job. Stress can also be minimized

by clearly defining the role of an individual. Role ambiguity produces stress. Each worker should be

clear about his duties, obligations, responsibilities and freedom.

Working women often suffer more from role conflict than males when their personal roles like

managing homes, looking after children, etc. are affected when the management asks them to work overtime

to fulfill the organizational objectives. Women who have family responsibilities should be excluded from such

work or at least they should not be forced to do it.

Organisations should not overload a worker. Organisations should not expect too much from workers

to reduce costs or to earn more profit. The quantity of work expected from a worker should be such that he

can cope up with it without feeling tired or stressed. Simile, work under load should also be stressful and so

must be avoided. It makes a worker feel helpless not knowing how to spent the time on the job.

In spite of all these precautions, organizations will always have some people who are overstressed.

These unfortunate employees should be taught the techniques of reducing stress. In progressive organisations,

stress counselors take up such cases and assist the individuals in various way to cope with stress.
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10.3. SELF-ASSESSMENT QUESTIONS:

1. Explain the meaning of Stress.

2. Explain the nature of Stress.

3. Explain the Organisational Causes of Stress.

10.4 Summary

The workers are required to complete the jobs in time which causes stress. The term stress is used

in two different ways. Firstly, it is applied to conditions in the world around us that induce feelings of discomfort

and tension. Stress can be defined as a demand on our psychological and physical functioning that threatens

an individual’s adaptation to a given situation. There are four characteristics of stressful events as pointed out

by Bowens and Kelly (1979). In the present scenario, a lot of attention is being paid to the understanding and

prevention of stress. These reactions can be classified into three major types, i.e. psychological reactions,

physiological reactions and coping behaviour. The major causes of stress can be broadly classified as

organizational causes and personal causes. The organizational causes includes occupational demands, role

conflict, role ambiguity, work overload and underload, responsibility for others, change, lack of social support,

lack of involvement in decisions and other sources. The personal factors include life events, tension discharge

rate, personality pattern and locus of control. The major effects of stress includes health, alcoholism and drug

addiction and burn out. The stress cannot be eliminated but the stress can be reduced by the management.

There are two techniques of controlling stress, namely, personal tactics and organizational strategies. Personal

tactics of stress management includes yoga, meditation and massage etc. The organizational tactics of stress

management includes changes in the organizational structure and function and changes in the nature of job.

10.5. GLOSSARY:

Role Conflict: It refers to a clash between two or more of a person’s roles or incompatible features

within the same role.

Role Ambiguity: It is a confusing situation that emerges because of vague job description where

responsibilities and boundaries are not clearly defines. It is a circumstance where an individual doesn’t

understand adequately what his job actually is.

Locus of Control: It is the degree to which people believe that they, as opposed to external factors,

have control over the outcome of events in their lives.

Burnout: It is a state of emotional, physical and mental exhaustion caused by excessive and prolonged

stress.

10.6. ANSWERS TO SELF-ASSESSMENT QUESTIONS:

1. Refer to section (10.2.1)

2. Refer to section (10.2.1)

3. Refer to section (10.2.2 A)
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10.7. TERMINAL QUESTIONS:

1. What is stress? Explain the major causes of stress.

2. Describe the major effects of stress.

3. Explain the concept and nature of stress. How the stress is coped by management?

10.8. SUGGESTED READINGS:

4. Industrial Psychology, Blum and Naylor, G.B. Publishers, Delhi.

5. Organisational Psychology, Edger Scheum, PHI, India.

6. Psychology in Industry, Maier, Oxford and IBH.

*****
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M. B. A. Examination

ADVANCE INDUSTRIAL PSYCHOLOGY

Paper- HRM-02

7lme : Three Hours Maximum Marks :60(Regular)

100 (ICDEOL)

The candidates shall limit their answer precisely within the answer-book (40 pages) issued to them

and no supplementary /continuation sheet will be issued.

Note : Attempt any five questions in all, selecting one question from each unit. All questions carry

equal marks.

Unit-I

1. Why did World war I and II emerges as influences in the development of industrial Psychology ?

What contribution were made during these periods in the area of Industrial Psychology.

2. What is Psychology Testing? Discuss in detail any one psychology test with its importance and

limitations in personal selection in industrial.

Unit-II

3. Discuss in detail cognitive dissonance Theory and also analyse its application in attitude change.

4. “What do you mean by job enrichment? Analyse how job enrichment influence work performance

in organisation?

Unit - III

5. What do you mean by learning? Discuss significance of the process and principles of learning and

analyse their applications in modem industrial environment.

6. What is operant conditioning? How is it useful for behaviour modification in industries.

Unit - IV

7. Describe the process of Group-decision-making. Explain the effect of group think on group- decision

making.

8. What do you mean by the group dynamics Analyse how group norms can influence industrial

productivity(with the help of appropriate examples)

Unit-V

9. What do you understand by the term organizational stress? What are its causes and consequences?

And discuss mechaisms to cope up with stress.

10. What do you mean by Accidents in industry? Discuss and effects of industrial accidents and also

suggest some preventive measures.

*****
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M. B. A. EXAMINATION INDUSTRIAL RELATIONS

Paper— HRM-02

Time : Three Hours Maximum Marks :60 (Regular)

100(ICDEOL)

The candidates shall limit their answer precisely within the answer-book (40 pages) issued to them

and no supplementary /continuation sheet will be issued.

Note : Attempt any five questions in all, selecting one question from each unit. All questions carry

equal marks.

Unit -I

1. Discuss the nature of psychological tests and also discuss advantage& Disadvantage of psychological

tests as the techniques of personnel selection.

2. Discuss the functions and problems of industrial Psychology.

Unit - II

3. What is an attitude? What are the methods used in understanding and measuring employees attitudes?

4. Write short note :

a) Job enlargement

b) Job enrichment

Unit - III

5. What do you mean by learning? Describe the ways to maximize learning?

6. What are positive and negative reinforcements? How should they be managed in Shaping of behavior

of employees.

Unit-IV

7. Describe trait theory of personality? How it contributes to our knowledge of personality?

8. Write notes on :

Group think and Group Shift.

Unit-V

9. What are the factors in accident. Describe fully in the light Of research evidence.

10. What is organisational Stress? Describe major causes and major effects on employees Work

behaviour.

*****
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ASSIGNMENT

Attempt any five questions.

1. Explain the meaning of Industrial Psychology. What are the major problems of Industrial Psychology?

2. Define Psychological Tests. What are the different types of psychological tests in Industrial

Psychology?

3. What do you mean by attitude change? Describe the approaches used in case of attitude change.

4. Explain the concept of Human Engineering. Describe the Time and Motion studies in detail.

5. Explain the meaning of Learning. What are the principles of learning?

6. Define personality. Discuss the theories of personality.

7. What do you mean by group dynamics? Explain the implications of formal and informal groups for

management.

8. What is fatigue? Describe the occupational conditions and methods of reducing fatigue.

9. What do you mean by accidents? Explain the causes of accidents.

10. What is stress? Explain the major causes of stress.

*****


