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~ There are many definitions which can be used to define organisation. But for all practical
purposes the physical concept of organisations — Buildings and materials will be of no use in the
absence of people (or individuals) who will be operating the organisation. In other words, it will
be these individuals whose behaviours together will indicate the direction in which the organisation
1s heading.
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ORGANISATION ORGANISATIONAL BEHAVIOUR

Simply stated it is the summation or aggregation of individual (different) behaviours in
organisations which will help to understand and explain individual organisational behaviours.
Understanding of individual variations in terms of their (employees) working habits, willingness
to do their job, ability to perform their jobs properly, interaction with their colleagues, superiors
and subordinates, their conception of values, attitudes, perceptions, motivations and personalities
etc., will help organisations to draft suitable norms of acceptable (formal) behaviours.

While trying to understand human behaviour it is to be noted that usually all complex
behaviour i1s learned. Moreover, the organisations have to remember the existence of various
human and non-human variables which affect productivity: work satisfaction, a feeling of
belongingness towards the organisation and so on. These could, at times, also result in absenteeism,
high turnover, low output etc.

SO managers in organisations have to bring about an equilibrium between human variables
and organisational effectiveness. It may be remembered that some of these factors can be traced
and monitored while there are a few others which cannot be assessed easily. So in an attempt to
understand individual behaviour we will have to focus on certain biographical and ability related
attributgs in human beings. In this chapter we have attempted to discuss all the above aspects right
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from the S-R model, to the biological profile, the intellectual and physical abilities through to
identifying ways to combat individual differences.

W-ﬁﬁ ‘{%MM i 5
Pl e

Dictionary meaning of behaviour is to react or act in a specified way. This means behaviour
is something what an individual does. An activity performed by human beings which may be
observable and measurable. But human behaviour cannot be termed as orderly, or systematic. Very
often this behaviour goes by the premise or assumption that it is tﬁﬂ effect of ‘cause and effect’.
To put it in a simple way, an individual's behaviour is clearly associated with certain factors lying
within him/her and some in the external environment. At times human behaviour also gets inﬂuenced
by the larger system namely — peer, family, society etc. We will briefly touch upon the behdvmur.ﬂ
process by having a look at the S-R model.

The Behavioural Process

The behaviour of human beings may be caused by certain internal (feelings, motives etc.,)
factors and other external (environmental) stimulus. A stimulus can be said to be an agent (light,
piece of information etc.,) which may directly have an impact on the individual (visible in the
behaviour). This means that the response or behaviour of an individual is determined by certain
situational forces present in the environment. This entire situation is referred to as the S-R process
or the Simulus Response Process.

Figure 3.1 : A Simple S-R Model
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Figure 3.1 gives a view on the S-R model depicting that certain stimulus affects the individual
and causes him to respond (or behave) accordingly. But a more comprehensive model of human
behaviour denotes that the situation interacts with the individual (previously) and causes the
behaviour. So a modified version which includes the individual's internal feelings, which causes
the response or behaviour can be seen in Figure 3.2.
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i

Figure 3.2 : A Modified Version of S-R Model

As per Figure 3.2, the Stimulus is processed by the Organism and the Response is visible in
the behaviour. Stimulus is inclusive of all the immediate stimulus, physical and socio-cultural
environment. Organism is a representation of the whole physiological and psychological being.
And it is the interaction of both the physiological and psychological characteristics of the human
organism which causes response or behaviour.

The information or input received by the organism is selectively processed. In the model a
more encompassing term ‘cognition” is used, which refers to an individual’s senses as they interpret
sensory information. Information processing comprises of:

* Pérception (each one's unique way of viewing a situation or state).
* Core Cognitive Process (involves thinking, reasoning out and problem solving ability).
* Decision Making (resulting in the selection of a particular alternative).

It should be borne in mind that an individual's information processing is also influenced by
each one's unique internal determinants such as his personality, learning, motivation, attitudes,
value systems etc., and alsu_;ﬂ;:mal determinants like socio-cultural factors, peer and group
pressure, and other organisational variables. The organism takes action (or responds) which may
be in the form of an overt behaviour or it may provide the feedback which may result in the
selection of stimulus for further processing.
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Most of the organisations make it mandatory for all employees joining to provide them with
his or her personal as well as professional data which is to be maintained in the form of a data
bank. Such data will help them in taking many employee oriented decisions and also on working
out many human resources management programmes. The biographical profile will include personal
characteristics such as age, gender and marital status. It is important for managers to look into the
biographical attributes of their workforce in order to understand their behaviour.

AGE

If one were to look at the corporate scenario, it will be noted that there is a significant
relationship between age and job performance. A very strange yet surprising corporate scene is
that in India the average age of the organisational workforce is both shrinking as well as expanding
simultaneously. The CEOs of the companies are of a younger age group and some retired
professionals are looking forward to a return to active worklife. It can be aptly said that on an
average the employees in organisations are getting younger and younger. Few such Indian CEO’s
who are in their early to mid 40’s are: Sanjiv Gupta (Coca-Cola India), Raymond Bickson (Indian
Hotels Company), Anant Koppar (CEO Kshema Technologies), M.S. Sidhu (Apara Enterprise
Solutions), Rajiv Karwal (Electrolux Kelvinator). Simultaneously senior employees (very often
beyond 60 years) continue to be a part of the active work force.

Age — Job Performance

Is there a relationship between age and job performance? Yes. It is believed that a majority
of people take decisions based on the assumption that “Increasing age results in declining
performance”. Another glaring fact is that a large part of the active work force is ageing. While
trying to gauge the relationship between age and work (job) performance, we look at it in terms
of impact of age on turnover, absenteeism, productivity and satisfaction.

. Age and Turnover

Research studies based on a study of age-turnover relationship has indicated that as the
employee becomes older, he/she is less likely to quit the job.' The various reasons cited for this
could be fewer job opportunities, and incentives in the form of higher wages/salary, longer paid
leave periods and attractive pension schemes.
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(Source: 'Business Today', September 1, 2002, p. 84)

Age and Absenteeism

The impact on absentecism, however, is not much as far as age is concerned. No doubt, older
employees may tend to remain more absent as compared to their younger counterparts. But this
is often associated with unavoidable circumstances rather than avoidable ones. This may be due
to ill health and longer periods required for recuperating from illness.?

Age and Productivity

It is presumed that worker’s or individual's skills like speed, agility, strength and co-ordination
decay with age or passage of time. Also that on account of prolonged boredom and for want of
intellectual stimulation, senior workers show lower productivity. However, research does not support
this, and have failed to establish any co-relation between the age and job performance. The
argument put forward is that senior employees are able to fulfill the demands of most of the jobs,
even those involving high physical stamina and skills. Moreover, in case of any decay in the

Nair, Suja R.. Organisational Behaviour. Mumbai, IND: Himalaya Publishing House, 2010. ProQuest ebrary. Web. 19 July 2016.
Copyright © 2010. Himalaya Publishing House. All rights reserved.



Understanding of Individual Behaviour | 59 |

person's capacity is offset by the experience and knowledge that he brings with him or her. Read
Box 3.1 on “the Myths about competency” which talks of a competency based a]}pmach to
improve employees performance.

Age and Job Satisfaction

With regards to the question — is it necessary that age will affect the level of job satisfaction
of an cmplu}rﬁc,‘has invited mixed responses. There are some studies which have revealed a
positive correlation between job satisfaction and age (up to 60 years)®’ while in some other studies,
in the absence of segregation between professionals and non-professional, mixed responses were
obtained. Though independent studies have indicated that for professionals, with age, job satisfaction
increases, whereas among non-professionals, it tends to fall during middle ages and then rise again
during the later years.

Employees generally believe that senior employees have more working experience, possess
better judgment skills, bring with them strong work ethics and are committed to quality. There are
also certain other negative perceptions — senior employees lack flexibility and are not adjustable
to adapting new technology. In this age of re-structuring, when organisations are keen on downsizing
the organisation structure to meet the industrial demand, employees have to recognise age in the
right perspective and select the right employees without any prejudices.

Figure 3.3 : Effect of Age on Turnover, Absenteeism, Productivity and Job Satisfaction

Turnover —> Less likely to quit the job, as age advances

Absenteeism —» Senior employees tend to be more absent
compared to younger ones

‘age on: —+ Productivity — No correlation between increasing age and
RS productivity

. Job Satisfaction —» Studies reveal a mixed response to the issue
of correlation between job satisfaction and
increasing age

GENDER

Even today, in the modern age of technology, inspite of the women's liberalization movement
having gained momentum long back, gender discrimination is very much a happening thing (or
practice) existing in organisations. The debate still continues — in respect of men, where do
women stand or do women make better managers/administrators/bosses and so on and so forth.
With increasing education, mobility etc., women of today have leaped far away from the days
when they were restricted to be within the four walls of the house. Read Box 3.2 on Ms. Bharathi
Narayan. Yet why is it that gender equality in its true sense is not practised?

Evidence has shown that there are not many differences between men and women in key
performance areas such as problem solving ability, analytical skills, competitive drive, motivation,
sociability or learning ability. There are certain psychological studies which have indicated that
women have more inclination to conform to authority and that men are more aggressive and have
more pronounced expectations of success. Though, there is no suggestion about the impact of
gender on job satisfaction.
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The society has also witnessed rapid changes in the social perception about gender differences.
Today there is greater acceptance of women workforce and there are also an increasing number of
women assuming top positions, like Kiran Mazumdar Shaw (Biocom), Anu Aga (Thermax), Naina
Lal Kidwai (HSBC) and so on who are bringing about leaping changes in the corporate map.
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(Source: The Times of India, November 9th, 2002)

Some of the visible changes among the Indian women are keenness to opt for flexitime part
time assignments (like Telemarketing, working at call centres, medical transcriptions etc.,) involving
flexible work schedules telecommuting instead of the regular nine to five jobs. Research studies
have suggested that absenteeism is recorded more in case of women employees as compared to
their male counterparts. One of the reasons for this could be because the society has bestowed the
image of weaker sex on females, thereby making it necessary for a woman to carry out domestic
responsibilities along with her professional ones. But there is emerging a definite change in gender
perceptions today. Couples, especially the working men and women are willing to shoulder and
share domestic chores (play househusband, changing baby nappies etc.,) along with their spouses.

Marital Status

Not many studies have been carried out to assess the impact of marital status on productivity.
However, a few research studies have revealed that married employees record fewer absences,
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undergo less turnover and experience greater job satisfaction when compared to their unmarried
colleagues. The reasons for this could be:

MARRIED EMPLOYEES UNMARRIED EMPLOYEES

Marital Status and Productivity

» Marriage brings with it additional responsibilities and hence value for the job and wanting
to hold on to it.

» It may be that conscientious and satisfied workers are more likely to be married.

But no significant research studies are conducted to indicate the impact of divorcees, living
together couples ‘and on those widowed on job productivity. Thus it can be said that since the
impact of marital status on productivity is inconclusive due to incomprehensive evidence — only
limited impact on productivity due to marital status is there (with possible exceptions to the rule).

TENURE OF AN EMPLOYEE *

The debate still continues on the issue of impact of seniority on productivity, This issue gains
a significant role in organisations, and is also a widely researched area.* Seniority can be calculated
on the basis of the time period spent by an employee on the job. Going by this notion, recent
studies have indicated the existence of a positive relationship between seniority and productivity.
So it may be accepted that tenure (length of work experience) can be taken to be a good measure
of employee productivity.

In fact, the research findings relating tenure to absenteeism have shown a negative correlation.

Also, both in terms of frequency of absence and total days lost at work, tenure can be said to be
the single most variable to explain employee productivity.

Tenure can also be used to explain turnover. In an article published in the Journal of Applied
Psychology way back in 1982 (**A Multivariate Analysis of the determinants of Job turnover”) had
concluded “Tenure has been consistently found to be negatively related to turnover and has been
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suggested as one of the single best predictors of turnover.” Often past behaviour is considered to
be a good predictor of future behaviour. Thus it can be said:

* In case of tenure, an employee’s previous job is a strong indicator of his/her future turnover.
» Tenure and job satisfaction are positively related.

* When age and tenure are considered separately, tenure is more acceptable as a reliable
predictor of job satisfaction as compared to biological age.
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We, human beings are born unequal. Each one of us is born with a unique blueprint, which
evolves around our whole life. No two individuals are identical and each one possesses different
dispositions, interests, physical features, mental capabilities and aptitudes. One's work life will be
a reflection of his or her personal ability and aptitude. Inspite of our best efforts, it will not be
possible to equal Lata Mangeshkar in her mellifluous voice, Vishwanathan Anand in his playing
Chess, R.K. Laxman in his display of cartoons or Sachin Tendulkar in his batting prowess. This
Is not to say that we are inferior to the above mentioned personalities. But it simply implies that
each one of us 1s endowed in a particular manner, having unique strengths and weaknesses. And
it is due to this that we find ourselves to be relatively more or less superior in our ability to carry
out certain tasks and activities.

From the employers’ perspectives it will be helpful in understanding the differences in the
abilities of their employees and then use the information to ensure that they perform to the best
of their ability.

Ability refers to an individual's power or capacity to do something or perform the various tasks
in a job. It gives an assessment of one's (current) capability or capacity of what one can do. Usually
the abilities of an individual comprise of both one's physical abilities and intellectual abilities.

lMENTAL ABILITY PHYSICAL ABILITY
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Physical Ability

Physical abilities 1s a must to perform manual tasks and semi skilled jobs. Physical abilities
are very much required for performing jobs involving manual dexterity, leg strength or physical
stamina. Research has identified nine basic abilities required for the performance of physical
tasks.” These are listed in Figure 3.4.

Figure 3.4 : The Nine Basic Physical Abilities

STRENGTH FACTORS

1. Dynamic strength — Ability to exert muscular force repeatedly or continuously over time.

2. Trunk strength — Ability to exert muscular strength using the trunk (particularly abdominal)
muscles. _

3. Static strength — Ability to exert force against external objects.

4, Explosive strength — Ability to expend a maximum of energy in one or a series of explosive acts.

FLEXIBILITY FACTORS

5. Extent flexibility = — Ability to move the trunk and back muscles as far as possible.
6. Dynamic flexibility — Ability to make rapid, repeated flexing movements.

OTHER FACTORS

7. Body coordination — Ability to coordinate the simultaneous actions of different parts of the body.
8. Balance — Ability to maintain equilibrium despite forces pulling off balance.
9. Stamina — Ability to continue maximum effort requiring prolonged effort over time.

. (Source: Stephen P. Robbins, op. cit., p. 38)

It is to be understood that Figure 3.4 merely lists the nine basic physical abilities and there
exists individual differences with regards to the extent to which one possesses these abilities. Also
there is no relationship amongst these. For instance, a high score on dynamic strength, for an
individual may not be a guarantee for him to score high on say, static strength.

For the management, an understanding of the desirable physical abilities required to perform
a particular job will help to select those individuals, possessing them. This will not only result in
selecting the ideal employee but will also ensure better productivity and organisational effectiveness.

Intellectual Abilities

Intellectual abilities refers to those abilities required to perform mental activities. One of the
most common tools used to test general intellectual ability of a person is the popularly known 1Q
(Intelligence Quotient) test. These tests are conducted to ascertain an individual's intellectual
ability. Some other well known intelligence tests are the CAT, MAT, GMAT, CET, GRE and
various Medical Entrance Tests. All these tests are designed for a specific purpose. There are
seven most frequently cited dimensions for measuring the intellectual abilities — number aptitude,
verbal comprehension, perceptual speed, inductive reasoning, spatial visualization and memory.’

These dimensions along with a brief description and instances of jobs where each dimension
is used is briefly given in the Table 3.1.
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Ability
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(Refer Stephen Robins, op. cit., p. 34)

In organisations the various types of job functions requires different usages of each employee's
intellectual abilities. For instance, where employees are required to perform routine jobs, there
may not be a requirement for high 1Q. Similarly, if the job requirement involves the employee to
process information, they may need to possess more of general intelligence and verbal abilities to
do the job well. But a high IQ is not a pre requisite for all types of jobs. Although studies have
indicated that tests used to assess verbal, numerical, spatial and perceptual abilities are valid
predictors of proficiency at all levels of jobs.® Thus, tests which measure particular aspects of
intelligence have been found to be strong predictors of future job performance.

Ability - Job Fit

From the above discussions it is seen that:
* People vary in terms of possessing different abilities.
» Different jobs require different types of abilities.

The need of the hour to enhance employee performance is to bring about a match fit between
individual abilities and specific job requirements. This is more so because the particular job will
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determine the specific physical and intellectual abilities desirable in order to ensure satisfactory
performance on the job.

Let us have a look at a few range of professions and the kind of abilities desired by them.
* A CEO should possess good verbal abilities.
* Air-force personnel need strong spatial visualization abilities.
* Financial analysts need good numerical aptitude.
* A professional swimmer requires good body co-ordination and spatial visualization.
Hence it is imperative for the management to work out the specific abilities desirable for job
performance while recruiting employees.

If the job fit exercise is not done properly, the performance is unlikely to be up to the mark.
For instance, if a fresh commerce graduate, not having a flair for numbers is hired, irrespective
of his level of commitment and enthusiasm, he will not be able to perform well. (A similar
problem would arise if the ability job fit does not match the employees abilities, which may even
be much more that what the job requires. In this scenario even though the employee will perform
well (say a management graduate from a reputed business school — on his first job with an
organisation) but is a mis-match for the organisation, resulting in organisational inefficiencies and
a possible decline in employee's satisfaction.)

i<it ol -
Shoxtiz!
H
P
r~
7
. -/ - /
Y
= NJ
/
"<
= -~
] ] s
s - —= Limited job satisfaction

A scene of wrong ability job fit
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For the above discussions it can be concluded that an employee’s performance is a reflection
on the ability job fit possessed by him and whether this matches the job requirement. So if an
employee does not possess the desired abilities, his performance on the job will be poor regardless
of his high level of motivation or a positive outlook. But organisations have also to be cautions
when employees possess abilities more than what the job demands. This is because abilities
exceeding the job requirements can also decrease the employee'’s job satisfaction (even if the
organisation may be paying him more than it needs to). This is especially true when he has a very
strong desire to make the full utilization of his abilities but is constrained by the job requirements.
And in extreme cases, the organisation may end up losing some good employees. This implies
organisations will have to analyse the ‘Ability job fit’ and provide suitable, challenging and

fulfilling work environment for its employees.

Organisations are slowly realising that in order to have a strong intellectual capital, they need
to attract, manage and nurture talented and skilled personnel. Some of the proactive ways to
combat individual (employee) differences to match the organisational requirement could be:

* Employers and firms have to create an organisational ambience where talented employees
can bloom. Employers have to acknowledge that such talented knowledge personnel are
innovative, and business-savvy, quick on the uptake with an instinctive ability to network
and possess soaring high ambition.®

* Employers will have to bring about systematic changes that will help unleash the full
potential of the employees. The management will need to create a flexible organisation
structure with strong values and a robust performance ethic. Employees (especially the
talented ones) can be given a free hand with enormous latitude in the way they work and
the manner in which they take their work forward. Employers have to contend with
employees working from home, remote access, video conferencing and reporting by
exception. Some of the organisations (MNC’s) such as CISCO India, National
Semiconductor India etc., have already adopted some of these measure,

* Exercise care and nurture talent. Employers will have to provide more than a stimulating
work environment. On the one hand, while firms should continue with the conventional
development programmes, they also need to seek ways to help employees to continuously
upgrade their knowledge and skills set. Firms such as Philips India, Natsem India, Kshema
Technologies, Texas Instruments, Vysya Bank are sponsoring their senior executives for
Global leadership training programmes to update their functionary skills in the leadership
arena. Some other developmental activities could be in the form of cross divisional

‘transfers, working with vendors, collaborating with competitors in the knowledge arena
and so on.

* Encourage talented employees to do the role of thought leaders. Thought leaders is a
term used to address people who are willing to think laterally and out of the usual. They
can go beyond the call of duty to make a huge positive impact on the organisation.
Such employees can bring a visionary, strategic and global perspective to the decision
making process. Hindustan Lever Ltd., (HLL) is one such organisation which is known
for its ability to attract and mould its able (and talented) employees, who have gone on
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Figure 3.5 : Ways to Combat Individual Differences

to occupy key positions in Unilever’'s global vistas. Former chairman HLL K.B. Dadiseth
is presently Director (Home & Personal Care) on the Unilever Board. Another example
can be of Sanjay Nayar, CEO, Citibank India, who in his 17 years with the bank has been
exposed to a multi functional, multi locational and multi cultural training — resulting in
a high degree of self motivation when assuming greater responsibilities in Citibanks

-global strategic decisions.

Encourage the formation of employee-partners in business. Firms can help in the creation
of small entrepreneurial islands, where an organisation can house its most talented
employees to experiment, innovate, dream and help to create value in an unrestricted
manner. When employers adopt such moves to encourage employees to become partners
of the firm, their aspirations will take a new turn and they will give their best to their
employers. Ex CEO, Britannia Industries, Sunil Alagh, had been given a free hand to
take all the strategic decisions at Britannia, It can easily be said that Sunil Alagh has been
one of the key person’s responsible for the splendid growth of Britannia Industries in the
recent period.
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Adopt novel reward methods. Employers could try to encourage talented employees by
offering suitable openings abroad, job shadowing as part of learning and succession
planning, filling in for heads of functions when (the latter) are away, giving stock options,
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instantaneous performance rewards, quarterly bonuses etc. These will go a long way in
recognising performance and also help the employee to feel happy to be associated with
such a prestigious branded firm. Infosys, Wipro Technologies, Telco, HLL, HDFC Bank,
Reliance etc., are the names of a few such organisations which have adopted various
methods such as grooming through training programmes for their employees, ESOP’s
(Employees stock option schemes), challenging work assignments and so on. Such methods
will help the organisations to leverage the potential of its employees and grow faster. Box
3.3 will indicate some of measures taken by the Bank of India for converting its employees
into knowledge workers.

Box 3.3 @ Bank of India’s Initiatives at Emplovees Development
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(Source: Excert from the Executive Director, Bank of India, O.N. Singh’s speech at the Seventh
General Meeting of the shareholders held in Mumbai, July 10, 2003)
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POINTS TO REMEMBER

. Summation of different individual behaviours in organisations will help understand individual
organisational behaviours.

2. According to the S-R model, the Stimulus (immediate, physical and socio-cultural
environment) is processed by the Organism (both physical and psychological being) and
the response will be visible in the behaviour.

3. Organisations prefer to maintain a biographical profile — employees' age, gender,
marital status and tenure with them, in order to take employee and firm oriented
decisions.

4. Understanding of an employee'’s physical and intellectual abilities will enable managers to
put them (employees) on jobs most suitable to them.

5. In order to have a strong intellectual capital, firms have to adopt some proactive ways to
combat individual differences and to match organisational requirement.
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Case Incident : Oh! How to manage individual dilferences?
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Haju and Kirti have been friends since their school days. After completion of their college =~
edlication, Raju (son of a businessman) joined his father's business CDB firm and Kirti completed g

his CA and joined a well known accounting firm KPL Associates. Being good im I'us job, Kirti slowly
established a name for himself in the business circles. 5

Meanwhile, under Hﬂjl.l CDB firm started growing and went on to become a large organisation.
CDB firm was looking for competent accountants to fill up two vacancies. Tina (another competent
Chartered Accountant) and Kirti were short listed and finally hired by the CDB firm. Like a lot of
successful professionals, both Kirti and Tina wera confident about themsa@s and also abu% e
‘giving their best to the mganisataun o e N gl

?-ﬁ-

::"\-a.?

team structure changes One day the General Manager (HRD) Shll"lsh had an me% E: i .,;
Raju and during the course of reviewing the structural changes said "Sir, both Kirli and
similar backgrounds, they are both talented and good and seem to enjoy vﬁrﬁ[ﬁ g with U
have reacted in different ways to our new team structure” . ; ﬁ_ﬁ _.

When asked to explain, the General Managar (HRD) Shirish said- "La.st week .'
was created for the AD Audit because it was felt that we didn't have much expé;_ -
type of audit. Tina has responded very well to the changed procedures, but Kirti samm*i u t}e
very happy about them. In a short time, he's gone from being one of the most HW&W%H s
to being very difficult to get along with. At times some of the subtle ways of managing people”™ =
surprise me. We have employees facing the same set of circumstances and yet get such very g
different reactions from them. | simply don't understand, why there exists differences in behawuur
among such employees. What should | do?" i

ﬂuantluna for Discussion o
. If you were Raju, what advice will you ghfe to Shirish? . a
2. Can you suggest ways to avoid such occurrences in iuture'? i 2 S
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