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" ABSTRACT

150 studies ‘including some case studies) done exclusively on
public ehterprises are comparative stucdies of public snterprises and
gnterprises in the private sector have deen reviewed under five main

) 0B dimensions (general, organizational dynamics, person in the orga-

- nization, group and organizational processes, and organizational
change and innovations). Analysis showed that 69 studies were on
public snterprises in genaral, whereas other types of enterprises ine=
cluded manufacturing industry (36), non-manufecturing industry (7),
banks (29), and service orgenisations (9)s The trend showed that
studies in four areas of 0B weras well distributed (32-40 studies in
pach area), The trends have been discussed and the needs to develop
better mathodﬁiogy, more i5sightful theories, and mare effective

intervention strategiss have been suggested.



ORGANISATIONAL BEHAVIDUR RESEARCH QN PUBLIC ENTERPRISES*

Udai Pareek
Indian Institute of Management, Ahmedabad

Organisational behaviour is comparatively a new field. Annual

Review of Psychology devoted a chapter to this topic for the first

time only in 1979, Houwever, 1982 volume of the Anndal Review also

contains a chapter on organisational behaviour. In India organisational
behaviour was included in surveys of research in psychology, sociology,
public administration, and management sponsored by ICSSR. UWwhile this .
was not given & seperate identity in the first series of surveys, this
was included under Industrial Psychalogy (sinha, 1972), Industrial
‘Saciology (Sheth, 1974), Organisation and Administration (Sharma, 1973),
and Administration of Public Enterprises (Paranjape, 1975). In the
sgcond series of ICSSR surveysltuo chapters have been devoted in the
volumes on wosychologyj one to individual in the organisation (Rao, 1982),
and the other to-organisational dynamics (Sinha, 1982). Research of
management has one chapter on org§nisatinnal behaviour (Ganesh, forth-
coming). The updatedﬁreuieu of industrial sociology {Sheth and Patel,

1979) contains some reviews of 0B studies.

»

Sharma (1973) used the following main titles for surveying the
literature: organisational structure (general division of labour,

control, staff=line relations), organisational processes (orgapisational

Prepared for the National Seminar of Seniar Research Workers on
Public Enterprises, Hyderabad, Rarch 43-15,  1982. The help provided
by Dr. Mahendrakumar Singhvi in searching and abstracting the studies
is gratefully acknowledgsd.



planning, decision making, comaunication, leadership, management
education and trainimy), organisation and the individual (motivation,
behavioural aspacts), organisational change, organisation and its

environment .

Shath (1974) devoted one section on socioclogy of industrial orga-
nisations and another on commitment, Paranjape (1975) surveyed the

literature on administration of public anterprises.

A recent revisw of 0B research by Cummings (1982) focuses on
(1) task design, (2) feedback, (3) structure, technology, and organi-
sational control, {4) conceptual and methodolagical advances, (5) eme r~
ging trends (organisational effectiveness, stress in organisation,

work and nonwork satisfaction, and tims).

Rag (1981) has used dimensions like preparation for work, choice
of work, factors influencing work behauiour, and models of work moti-
vation, GSinha (1982) includes organisational structure, climate,

processes, leadership, groups and organisational changs.

Ganesh (1982) has used three groups of themes: person themes
V(Ualues, roles, 1eadership, and motivation}, process themes (decision
making, communication, intergroup éelations, organisat ional structure),
and action themes (entrepreneurizal studies, organisational change and
development, institution building, Mbd, organisational effectivenesé,
organisational conflict, management training, process consultation,

and organisational climate). Ganesﬁ has reviewad a little more than

400 studies,.



No review of oroanisational behaviour in public enterprisass has
been publishcd. The presant feuiew is an attempt to survey broadly
the research done on G2 dimensions on putlic enterprises (PEs). In
all 150 studies wefe surveyed udpto the beginning of 1982, Tha classi-
fication used in a racent book on 08 (Paresk, Rao and Pestonjes, 1981)

was tested and adapted for this review.

The scope of ths review was defined in twp ways, Regarding the
public enterprises (PEs), all organisations under public or government
control, producing gonds or services have been included in the reviseuw,
However, health institutions, government departments, educational and
scientific organisations have not been included. But banks, sarvice
organisations like dairies and transport have been included. The
second dimension of the scope were the 0B themes. Seperate reviews
are being presanted on HRO, personnel management and industrial re-
létions, and training., These were oxcludad from this revisuw, Howsver,
1RD being an important‘UB dimension, some studies have been included
vere. 3Some IR aspscts have also besn coversd under conflicts., Taking
the two dimensions (PEs and 0B areas) we get a matrix {see the Exhibit 1)
which gives details aboutrthe scope of the review. As will be seen the

5;fqur‘main 08 dimensions are fairly Ealanced in the literature coversd
Tih7this review. Although a particular study has been entered only in
oha cell in the matrix, several studies arg multidimensional, and thase

are discussed as such in the following sections,

Thore are some general studies and discussiaons about public entor-

prises. The Bureau of Public Enterprises (1978-79) publishad three



Exhibit 1

Matrix of 0B Dimensions and PEs Categories

PE Categories

Gene~ Manufa~ None Banks Service 1
0B Dimensions ral cturing manufaw orgénl-
Industry cturing sations
Industry
1, Gensral 6
2, Organisational Oynamics (
2,1 Organisational Structurs 6 1 1 3 1 1
2,2 Organisational eclimate 2 3
2,3 Organisational Roles 8 2 4 1
2.4 Organisational Effectivenass 2 1 3 1
The Person in the Organisation (3
3,17 Personality 1 1 1 1 .
3.2 Attitudes and VYalues 10 1 1 1%
3,3 Work Satisfaction and Alie-
nation 11 3 1 4 1 2C
4, Group, Intergroup and Organisa—-
tional Processes (30
4,1 Communication and Feedback 7 3 10
442 ECopnflict and Tollaboration 1 1 1 2 1 6
4,3 Decision Making 3 1 4 5
4,4 Lleadership and "~ nagerial .
Styles 4 1 4 9
5. 0Organisationa2l Change and Innog—
vations (40)
" 5,1 Organisational Change 1 2 1 1 5
5.2 0Organisation Development 4 13 3 20
5.3 Human Resource Development 5 6 1 1 2 15
Total a9 36 7 29 9 150




volumes on the basic information of public enterprises. These arg
valuable sourcas of infarmation, and give some facts pertinent for 08,
In the sarly seventiss = number of books were published on public
enterprises (Mallya, 1871 Ramaswamy, 19723 Sinha, 1973}, OFf thesa
books Sinhals bgogk iaﬁ;zgticular significance for 0B, and we shall .
refer to it later. In all those books and soms other writings (e.g.,
Agarwal, 1973), the concern for the performance, efficiency and effect..
iveness sbout DEs was reflecteds A more’ recant volume, rather sympathe-
tic with the public sector managers (Anon, n.d.) contains four essays,
rather than discussions of ressarch findings, The first @ssay givas

a coneise background information and emphasss the vital rtole the MENage=-
ment staff plays in the effectiveness of the public sector, It is
argued that the "mission" of the public .sector exposes the managers tao
undeserved criticism founded an Qrong notions and inadeguate khowledge
of their roles. The sacond Gssay points at the unduly harsh criticisg
of public ssctor managers as the 'new maharajas'y This essay gives
brief history of the uariaus approachas ag far taken up by the govern—
ment to run the public sector. It also, outlines several reasons for
the 'sinking morales' in the public sector. The third essay is the
focus of this book, It stresses that tho futurce of public sector depends
on three factors; intercnal managemant of the units, govermmant attitude,
and role of workers, The fourth essay is on the public sector consult-

Fl

ancy organisations,



Organisational Dynamics

There are a large number of studies on ssveral organisational

-aspacts of PEs. These have been classified hers under four main themes

firganisational Structure

There are some comparative studies on the structurs and functions
“of ?Es'and enterpriszs in private sector, multinationals, and business
iﬁ'.-q!"'arl'lil:"Las (Chacka, 19763 Kumar, 1980; Vatsala and Kumar, 1979). These
studies have compared saveral aspects and reported the main diffserences.
The main differences have been reported on goals and pricrities and top
management stylz {Kumar, 1980)}. Meeting national priorities was the
main goal of PEs. Top management style in PEs was found toc be more
bureaucratic, and technocratic and less paternalistic and pragmatic
compared with private seétor snterprises. Kumar concluded in relation
teo the authority enjoyed—by an enterprise vis—a=vis the supersystem
ih which it was embedded, the aunership!did not make a difference;
it dspended on several other factors like the propzsrties of the super-
system, the supersystem's nced tp maintain parity ameng its constituent
organisations, the heterogeneity in the input and output markats of the
ehterprise, the size of the enterprise, the depsndance of the enterprise
on the supersystem, the criticality of them are of work stc. Chacko (1978)
found the size to be an important factor on the structure of an organi-
sation, public ar private,
Vastala and and Kumar (1979) have focused oﬁ the sharp contraét

between public scctor and private sector managers on their salaries.

Thoy found feower managers in PEs with a salary of Rs. 3000 orx more, as



75
fomparad with private sector and multinatignal enterprises., This disg-

fﬁarity prrsisted sven when the companies were stratified by typa of ipw

dustry, @sge groug of managers, work experience, and years of emp loyment ,

Some attentisn hos beer given to State PEs also (Dutt, 193 },
Sampangiramaiah (1978), besed on a comparative study of 148 workers and
66 superviscrs from a privats sector factories and 130 workers and 40

'BUpagviscrs from a PE concludad that: (a) while in the private factory,
workers perceived that thsir supsrvisors helped tham to perform their
work efficiently, in the PEs tha workers thought their supervisors were
not competent to perform the sxpected work. Conversely supervisors in
the former were satisfied with the work of workers, whereas in the latter
they considersd them as being disobedient. (b) In the case of the
priuate factory, the management was found to be appreciative of the work
 parFormance of workers and supervisors, the management in the PEs felt
_that though workers were capable, they did!come up to expectations %or
want of proper guidancs on tha part af supsrvisors, (c) A majority
of workers and é&peruigurs in the two factories felt that their effici-
ancy had not been rocognized by the management. (d) In the private
Pactory, the union found tha management to be responsive to grisvancoes
of employees, but the management had & strong view that the union was
not playing its role properly. In the PE, the union and the man agement
were coopsrating to rectify the defects in the policies. Tho workers
in the private factory felt that there wers no prospects due to extremely
limitsd avenues for promotions, inadeguate incentives and monotony of

the work. The workars in the PE appeared to be optimistic that the



present problems ey D2 ovarecm: in course of time through the initi-

ative of tha govimaont.

Migam {1971} hes reported on the boards of PEse Thay have haavy
reprasentation of the secrstarizt culturej about two-third directors
are drawn fraom thz secrotariets This zosults in shorter tenure of
ditectors in PEs. Many PEs have part-timz chairmenj most of chaizmen

ape pither rotirod government officials or currently in the sacratariat,

Delagation has been studiaed in one PE (Choudhry and Prasad, 1978}.
Delegation was found to depend on {i} company policy, (ii) subordinates®
sense of responsibility, (iii) competence, {iv) need for esuthority,

{v) official designation, and (vi)} superiors policy. A detailed study
of delegation of powers in the hanks has 2lsa been reportod (Kshirsager,

1977).

Vary few studies have bsan reported on the structure and style of
non—-industrial organisation. UOne éood study on a municipal corporation
{Bhatt, 1978) raises some interssting issuos on structure and praocess

irn such organisationas

Comprehensive studies. of the structure and strategy of PEs ars
iackings A general discussion on the subjoct (Ray, 1971) points out some
pertinent issues. Khandwalla (1981) has donz a pionsaring study af the
PEs. He has daone indepth and comprehensive case studics of four angi-
neering PEss Richardson a2nd Cruddes, Bharat Huoavy Plate and Vessols,
Bharat Pumps and Compressors and HWT, has analysed that operating and
rogulatory cnvironmants of enginaering PEs. He has given a brief
history of cazch of theo four PEs, has analysed their environmant, manage-

ment style, business strategics, opcreting goals, organisational structure,



administrative stratogy, functional managamant, and perfomance and
tho determinants of p formancae, This study is a significent contribu-
tion to the understanding of organisational structure znd dynamics, and

development of organisation theory relevant for PEs,.

A similar pionecering work in designing structura and systems of
organisations has buen done by S.K. Bhattacharyya, Some details of the
reorganisation of the Stote Bank of India has becn raported by Das (1971)
Bhattacharyya, =long mith_Ismar Dayal, wsre involved in this study, In
the words of the then Chairman, Mr. Talwar, who initiated the change,
the organisational structurc of the Bank had proved inadequate in desale
ing with the problem of control gver a large number of offices situated
in the remote areas. Despite the various steps to delegate more powers
to officials at various levels, the need for docentralisation of control
and establishment of thc control boin? 2s near tho field lovel as
possible was being increasingly felt. Das discusses tho contoxt in
which the decision to rsorganise tHe Bank was taksn, the salient featyrcs
of the new organisational structurc and the objectives thet ware sgught
to be achisved by changing over to the now organisational design. Since
then SBI has undertaken amother study and axercise of organisational
restructurings Goyal (1982) has reparted the details on the organisaticnal .

structure and process of change.

Bhattacharyya (1377) has postuleted that as commercial banks grow,
their "“products" have to be differentiatsd in terms of the distinctive
maTkat segments they wish to serve. This is Netessary if they ars to

develop the roquired degree of specialization for providing effective

.d,
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and efficisnt customer sarvice. Bhattacharyya has suggested a fra
for introducing markoet segmentatiqn approach in organizational stro
for which supportive managzment planning and control systoms should
provided, Ho enumcrates criteria for segmentation in the gperationa
context. The roquirements of systems support for adninistering ths :
commendad structurs and tho nged for simultancously integrating the
differentiated segments have been outlined, including a ssquence for

introduction of market segmentation,

Organisatiognal Effectiveness

Increasingly emphosis is boing given on the performance of PEs,
Basak (1975) pleaded for more systamatic research on the subjéct. Some
‘performance standards have baen proposed (Rajan, 1976), GCaneral reports
on performance of PEs heve been made (@.ge. Sri Rem, Sharma and Nair,
1976)« Productivity audit has been suggested @s a way to measurs effoct-
iveness (Chatterjes, 1975), and & total performance me2surement system
has been proposcd (Ohel-kia and Khurona, 1976). Oholakia (1978) applied
the system oF.total~Factar productivity approach and gave detailed

indices of tha private and public sazctoar manufacturing enterprises.

The most significant study on the effectivoncss of PEs is by
Khandualla (1981), H: used and validated the model of performance effect-

ivaeness of PEs. The model is reproduced in Exhibit 2.

Basad on the four-indepth case studies found considerabla support

for his effective rosponse hypothosos. Thess arc givon in Exhibit 3,
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Exhibit 2
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A Model of Performance Determinants af Public Enterprises

Degree of congruence between situ=
ational and strategic variablas

Degree of congrusnce batueen stra-
tegic variables

Degree of congruence batueen situ-—
ational and structural variables

’

Degree of congruence betueen stra-
tegic and structural variables

Degree of congruence between stru-
ctural variables ’

—

Degree of congruence betwsen st Tl
ctural and bshaviour variables

High

Louw

High

Low

High

l.ow

High

Low

High

Low

High

Low

—Potentially high organiza-
tional performance

~Potentially lower organizatior
performance

~Potentially high organization:
performance

—Pgtantially lower organiza—
tional performancs

~FPotentially high orgeniza-
tional performance

~Potontially lower organizatior
performancs

—Fotentially high organizatione
performance

~Potentially lower organiza-
tional performance

~Potartially high organizationg
performance

—Potantially lowsr organiza-—
tional performance
~Potentially high organizatien:
performance

—Potentially lowel organiza—
tional performance
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Exhibit 3

Choice Evoking Situation

Strong pressure for performance
From the ministry

Turbulent industry enviromment
Complex industry environment

Multi faceted competitive pre~
gsure on PE

Large size of PE

Sophisticated capital intasnsive
tzchnology

Conglomerate divarsifiscation

R number of strongly held parti-~
ally conflicting goals for the
enterprise

Specialist managars, strong
defence as well ag growth needs
in them, and intolerance of ambi-
guity in them

Professional top management
orientation

Response Hypaothesised to he Effective

Risk taking and organic top ma2nagement
with strong intslligence, planning,
and control systems,

Risk taking and organic top management

Professional and participative top
management

Cecentralissd aytharity structure,
sophisticated intelligence, planning,
and control systems,

Bureaucratic structure (in Websr's
sense) characterised by high levels of
managerial specialisation, procadural
standardisation, and formalisation of
Toles, relationships, and communication

Sophisticated selection and reward
system

" Divisionalisad organizational structurs

(divisionalisation based on the profit
centre concept)

Professional and participative tap mana-
gement; a sophisticated intelligance,
planning, Coordination, and centrol
systemj a sophisticated reward systam

{that responds in a sophisticated manner

to a broad rangs of humen needs)

Performance based reward system for
managers, job rotation, movement gver
time through increasingly less stryw
ctured managerial Jabs, participatory
decision making structure, and task
oriented but nurturant, fatherly super-
visien

Participative top Manhagement orisnt-
ation '



AR study of :omparative effectivenass of steel manu facturing enter-
prises was done as 2 pott of & doctoral thasis in USA (Singh, 1979),
It was suggested thut effectiveness must be defined from @ societal
Framé of reference. An open systems approzch provides such a macro-
view, The processas of input acquisition ‘and output disposzl are con
sidersd to be essentially.one of exchange between the facizl firm and
other organizations in its task snvironment. The guality of this ra—
lationship constitutes the social dimension of éFFactiueness. During
the ﬁhrough pact stage, the firm is dependant upon economic gfficiency
and the cooperation of its employees, These internal aspects constitute
the economic and bshavicural dimensions of Bffectivenass. Singh uszd
all the three dimensions - social, economic and behavicural and defined
an effective organisation as one which balances its performance in all
three spherss, It has been suggested that there are advantages of this
throe dimensional frameworks: (1)_eFFectiueness is not definad from the
perspective of any single interesﬁ group, (2) it 2llows an assessment
of systematic'perqumancog and (3) it may bs spplied to both profit

and non—profit organizations.

Separate measures ﬁére usad for svaluating effectivencsas in each
dimension. Ecanaomic cffectiuoness‘was assossod with two standard
efficiency indicators; profitability and capacity utilization, In the
social and behavioural spheres, whaerc measures have yet to be standard-
ized, process audits follow the guidelines of Bazere ot al. and beﬁa—
vioural survey through & quostionnaire survey of managerial and pagr
lpadership, organizational climate, group processecs and employes satis-

faction,.
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The Indian private szctor firm lod in cach dimension, Only onc
aublic enterprisc achi sved a comparable effectivenass lzvel, thc re-

maining two wzre noticebly behind.

Different dimensional prioritiess wera hypothosized for public and
private enterprisss: putlic (social, zconomic behavioural); private
(gconomic, bohavicural, seci=l). The results contradicted the hypo--
thesized prioritiocs,. According to commitment scores all four firms
had similar priorities, zConomic, behavioural, and social, According
to achicvement scores, the Indian companies ware alike (behavioural,
sconomic, social), the European firms prioritiés wero wconomic, social,

and behavigurai,

Some studies on effectiveness of the banks have been reported,
Reddy (1979) has reported a case study of Andhra Pradesh Cooperative
Contral Agricultural Oevelopment Bank for nine year performeancao,

p factor was praposed as an index_oF effectiuenass. If the cost of
~ management to total expenditure is more than the management cost to
total reuenuaé; thaa 'n' factor is positive. The following results
were observed that (a) 'nt' was positive throughout the period under
study, (b) The sarning of the bank had been showing a positive trend to

the increasad cost of management but not proportionately,

Kalro and Bhattacharyya (1978) found tho importance of ;ystems for
productivity. They concluded that truo productivity potential could
be achieved only if jobs were designed ta haue intrinsic charactoristics
aof motivating the job holder and sustaining his motivation, The content
of jobs would therzfore havo to be suitably modifisd to bring about a

change in employce attitudes.
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Deshpenda . 978) has rooarted facilitating and restraining fgre;

in relation to ths new rcole of the banks after Nztionalisation,

Sayeed (1970) hes rolatod behavioural variablos with parformanca
variables, His study claborates on various attributes of the organi-
zation liko intornal state of health and managerial characteristics
that have strong impzact on Productivity and effectivensss of the
sub—systems of a large bank, The most outstanding featuras ho s bean
the revelation of the importance of personal and intecrpersonal chara
cteristics like m&nagerial value orientation. FIRD noeds and the
laadershp styles. These findings point to the nead to meintain a

Non-bursaucratic style of functioning,

In another study (Komazraju, 1981) of the reiationship of organi-
sational climats and productivity of a medium-si zod PE.productivity

was not found to be related to (or influsnced by} organisational climate,

Orgsnisation Aol.s

Only 2 fou studicv- have been reported on organisational roles,
Ona study (Sekaran, 1881) has bean Taported on sex rolg di fferences,
Based on a study of 1135 whita-collar workers (245 women and 877 mon)
From 12 banks, it was concluded that eight: variablos significantly diffor-
entiate mon and womens Job involvement, job Gomplexity, organisational
climate, internal motivation tg work, satisfaction with pay, security
and supsrvision, and global satisfaction, Thero ware no significan£
differences between men and women in sanse of competence, szlf-gsteem,
satisfaction with social interactions and growth and sglf-rating of

performance, There wers no'signiﬁicant di Fferences in the supaerior-related
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Job performance,of man ~nd women cither. In osssnca, a8t loast for t
sample, Women were lass involvad than men and saw thair jobs Eé less
cdmplax. Womoen also experienced grecter global setisfrction and spac
fic srtisfretions with pay, szcurity and suparvisione. In this sampls
women alsa had higher intrinsic metivation to work ~nd perceived 2
more favourable orgrnisfctional climate, Although significant sex—diff
ences wers found in respect of onight of the varinbles, no significant
differences were found in the pattern of correlations betwasn then and

Jjob parformance far men or women.

The numbar of studies on role stress are growing in numbecr, Harie
gopal has donc 2 few studies of role ambiguity and whet ho calls 'role
conflict's Role ambiguity and role conflict were Found to be positiuaiy
correlatad {Madhu =nd Harigopal; 1980), Role ambiguity was found to
have positivo rolationship with perceived doficicncy of the social neoed
at the highor menagomont level, self-actualization nood daficiency at
tho middle management level, and negative relationship with Job involve-
ment at lower level, Role conflict was not found to havo any signifie
cant rolationships (Harigopal and Ravikumar, 1978), Ego strength was
found to maderate tho félationship betueeﬁ role ambiguity and comparing
.satisfaction, role ambiguity and 3ob inuoluement, and role conflict and
job involvement. Oominance vs. submissivensss was Found to modoroto
the relationship botween rolz conflict and job involvemant (Harigopel,
1980), Role conflict was found to be positively correlatod with ége

for tachnical peopls (Madhu and Harigopal, 1980).

A study of 80 officers from cooperative banks and cooperative

-socictios has becn roported (Sah, 1980), The respon@fts roported
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:that tﬁay wore working under pressure and stressful conditions and wera
éxperiancing strain, .issatisfaction, tunsion and othor psychological
and behavioural disorders, The causes of such stress and strain cauld
broadly be classified into organisational factors, individual factors,
and environmenta) reasonss. Ihe study found thot the respondents mani-
festaed the following modorate range of rcactions to strosss (1) phy sio-
.logical changes like fatigue, oxhaustion, magrain headachss, hypertension,
blood pressures, loss of appotite, indigestion, sleeplessnass and
.dizziness, (2) psychological and emotional disordsrs like anxisty, fru-
stration, neourstic behaviour, absurd and erratic actions, illusion, fear,
bad dreams and cogradation of mental health, and {3) other reactians

like alcoholism, and other addictions.

Doparting from the usual model of role stress proposcd sy Kahn
8t al, (1964) - mainly focusing on throec role strossos — role ambiguity,
role conflict (c-nflicting expactations) and role overload, Parsok (1976)
proposaed a diffoercnt modol basea bn the concepts of role space (defined
&8s the constellntisn of vorious role accupicd by an individual around
his self) and rols sot {constzllation of rolcs having expoctations from
a role occupant around the latter's role). Pareck (1976) suggostad 4 role
spaﬁe conflicts or strosses and 4 role sot stresses., Ho devoloped scalcs
to measurc role stresses, ORS (Organisation Role Stress) Scale, being
one of them (Pareek, 1981a). The scale measures 10 organisational pole
stresscs (solf-rols distanca, inter-role distance, rolc ambiguity, role
oxpoctation conflict, role overload, role isolation, rolo argsion, rolo
stagnation, resourco inadoguacy {person), roscurco inadoguacy). Rotest

reliability coefficients wers quite highs The instrument wes validated
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by factor analysis. The instrument bas been used in some ressarches,
Sen {1982) has roport.d role stresses in bank employees at four levels.
Top management had lower score on role stagnation on which the clerical
laval esmployees had the highest score. However, clsroks were found to
have low inter-role distance (conflict batwaen crganisation and femily
roles), whereas top managars had high score on this. <$on found signi-
Ficant positive correlation bestween role stress on the one hand and
externality, alisnation, machiavellianism, surgency, and dominance. It
was negatively correlated with adventurousness, internality, role affi-
cacy, job satisfaction, effective role bshaviour, and role satisfaction.
Thers wes a positive correglation of role stress with perception of
climate as thatrnf control, and negative ceorrelation with parception of

climate as that of achievement.

Pestonjec and Singh (1981) also used Parssk's ORS in a public
dtility entcrprise, and found 2 significant relationship between role
 stross and Jjob satisfretion, They found locus of control as 2 mediating

variable in this rolationship.

Parsck (1981b) alse developad 2n instrument to measure stylos nf‘
coping with stross - calléd Role Pics (5rojact Instrumont far Coping
Styles}. The instrumcent meesuros 8 voping styles ~ four dysfunctional
or avoidancc styles (impunitive, intropunitive, oxtrapunitive, and
defensiva) and four functional or spproach styles (imporsistive, intro-
persistive, extrapersistive and intorpersistive). A detailod scoring
manuzl has baen davelopods. High reliabilities have been reported,

Sen {1982) used Role Pics to study coping styles of bank emplayces.
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'befénsiue styloes wes found Lo bo the most froguent style, followcd by
lintropersiutiu; “nid thon impunitive. Avoidance stylos were found to
havo significant positive correlation with two parsonality variablos
(oxternality and zlienatibn)e Avoidance style had significant negative
correlations with 3 organiSational variables (job satisfaction, role
afficacy, and operating sffectivoncss of all the motives). Approach
styles had the significant correlations with those variables in tho

opposite direction.

Tha concept of role afficacy has been propaosed for potential
effoctivensss of an organisational role (Parssk, 1981a) and two instrue
L

mants have bean developed to measure role efficacy one projective and
the other selfuédministaring scale (Parsek, 1981b), The scale has boen
tosted for its reliability and validity, Role officacy has been faund
to significantly rclated with role stress (negative correlation) and
functional or approach styles of coping tSon, 1982}, Rolc cofficacy has

baen uscd in scveral Fis as the major instrument for 0D this will be

discussed in tha last section of this paper.

Organisational Climate

.Soueral instruments of organisaticnal climate have boen develaoped
and used in PEs.. Sayced (1980) developed an instrument to measure
climate in banks.. Shzh.and Vaghul (1975) used another instrument in
banks and found that the banks werc strong on individual growth, clarity
of organisational goals, job clarity and trust in the organisationg
paersonnel policics, decision-making process, upward communication,
innovation, and central office officiency ware the weaknesscs, Prakasam

{1979) found organisational climate to be an important var#sbles influencin
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employ2o parformancoe and satisfaction in the banks.

As already mentionad in the abave section, based on a study of 2
medium—-sized PE. Komarraju (1981} found no relationship betwcen orga-
nisational climate on the one hand and productivity and job tonure on

the other,

Tho instrumonts devcloped by Chattopadhyay (Parsek, Ras and
Pestonjes, 1981, pp. 496-513) and by Pareek {Parsck, Rao and Pestan jea,
1981, pp., 490=495) haye hsen used in several PEs for diagnostic and 0D
worke Pareck's instrumont, first nemed as Motivational Climato Question-—
naire, and thon was called MAO(C) - Motivational Analysis of Organi-
sation (Climzte) = has bocn extensively used in rosearch and 0D, Thoe
instrument gives date about motivational climate in terms of promoting
six motives (achicvement, expert power, extension, affiliation, control
and dependency)}. Habibullah and Sinha (1580} found a statc of partially

balanced reciprocal influcnca relationship betwoen the motivational

climate and the use of leadership styla,

Sen (1982) used MAO(C) in a study of bank omployecs and Found por-
ceived achievement climate to have significant negative relationship
with 4 role streéses as weil as with the total role stress scorc. Por-
ceivaed control clima2te had positive corrolation with 2all 8 role stressas
and the total rols stroess scors. Parceived extonsion and affiliation
tlimato was positively relzated with role stagnation, Son reported that
the benks had dependancy as the dominant and control as the back=up
climaté. Using MAO(C) in a manufacturing PE, Sarupria (1982) found a
positive significant sorrelation between perceived control climatc and

managarial performanca.
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MAD(C) has beon extonsively used in several organisations, c.g.
‘Bank of Baroda, Strto Lapk of India, UTI, HMT, BEML, BHEL, Co=l India,

bosides scveral private sector companics, and public systoms,

Thakurata and Singh (1979) have developed Ruth Benedict's idoa of
culture as a binding foreoc among social groups. Tho data from two
banks found structural relztionships in ona Bank as moro traditicnal
bacause thoy were bassd more on linguistic, castec kinship and community
bonds. They produccd stronmger cultural cohasion in the Bank, and alsg
more harmonious nnd functional organisation behaviour, resulting in
better organisational parformance in terms of busincss as wgll as

social goals,

The Person in the Orgsnisation

Employees have boon studied as persons - their general profiles,
attitudss, halues, porsonality and psychological neods, including work
satisfaction and alicnation, Saiyadain 5nd Monappa (1977) studied the
general profilc of 172 menagors Fr&m 14 public and privatc sector ontaor=
prisos. MAbout 53-60% managers woro found to be 'stayors! in thoir 0rga=

nisationse.

Attitudos and Valuos

Some studics have been separatod on the véluas of Indian managers,
Ganesh and Malhotra (1975) found that Indian managers proforred oxisteontial
conformistic, manipulative, and spcio-centric values and rgjected ego~-
centric values, They also compared public sector managers with those
in the private sector and found the formor to be more tribalistic and tha
latter to be more manipuiatiue. Management Hierarchy had no influence

on managarial valucs,
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- Using the psychnlogical ncad model, Badrinathan and Rao (197a),
‘basad on 2 study of U managors including PE manzgers, cancludod that
managers in the onrly yoors are charactsrissd by tha value of carcer
and money, the focus shifting te job satisfaction, And towards theo
gnd of tha corogr st tus has high value. Tho authors concludad that
Indian managors wore blending "pature" thinking with western valucs cof

stability, dependability and prodictability,

Agarwal {(1982) studied exscutives of public and private sector
prganisations. It was found that executives, by and large, showed
more concern for their caresr than their family. Tho spouscs of axe-
cutives play 2 very positive role in their carcers, High aspirations
of cxecutives did not had any impact on their work sthics. Private
sactor executives showed high concern for life values as comparad to
public éectar executives., Older executives showeod high concern for
life valuags thon younger ones, Hisrarchical position of exscutives

did not have any impact on the lifp valuss.

Tuo studies have been reported on attitqdes towards public
enterprisas. Roy (1974) in 2 study of the perceptions aof the public
and private sectors by ten elite groups in Delhi found that urban clites
tended to consider the public secter as lsss efficient and its man2ge-
ment as less competent than the private sector. The public sector
management was ssen as relatively deficient in performance orientation,
more bureaucratic, less pionaering, and less decisive. They alsoc be-

lieved that public sector management was more honest, patriotic, employse-~

oriented, ctc., The employment preference for the public sector was based
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largaly on it providing higher compensation, job security, better work

ing conditions, automatic promotion possibilitizs etc.

Lawni Narain (1972), in a questionnaire study of 1213 managers
af 47 public enterprises found that the managers of public sactor
gntarprises tendsd to be neutral in their evaluation of ths public

sactor.

A comperative study of managers' attitude towards supervisors in
public and private onterprises showad similar resulis {Mongs, 1979).
Responses of 3 lsvels of managers from 112 enterprises from 2 variety

of industiry wers analysed.

flearly 55 respondents statad that superiors were the most diffi-~
cult people to work with, followsd by subordinates (25% and associates
20%)s  In manufacturing units, managers felt that subordinates too
ware graduzlly bscoming difficult te deal with. A higher percentageé
of managers in toxtile and pharmaceutiﬁals and in the area of personnel
zdministration, felt that suporicrs were the most difficult persons to
get slong with., 3ixty two psr cent of the respondents considersd per-
sonality traits os mzjor constraints, while 38% were of the view that
work-related aspuects wers primarily responsible for incffective function-
ings WNazarly 21% of the respondenté considered superiors to be either
incnmpetant or indecisive and lacking in communicsticn and other leader—~
ship skillss 90% reported that superiors did net have the indepth know-
ledge, required to tackle organisaticn problems. Défeatiue delegation,

as indicated by about 21% respondents was also considered to be contri-

buting to the prevailing disharmany. Ozficiency of knowlsdgs on the
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part of subordinates Was understandable (22%), but it”boﬁld nthge
overlooked in superinrs. Aboﬁt 37% of them said that self-assertior
obduracy, ncooperative attitude and unrgasonableness were mainly re
ponsible far strained relationship. The same percentage mentioned i
the presence of the foregoing characteristics among associates ag wel
Superciliouaness, fault-Ffinding nature, inabiiity to get along, over-
sansitivity, vehemence, etc. wers attributed to superiors by about

B per cent. A careful look at the response pattern shows that there
is a consistency in the percentage of superiors (61%), associates (64%)
and subordinates {61%) who were Considered difficult to work with bge

tause of personality deficiencies.

A study of attitudes of 92 trade union presidents of public and
private sector iadustry (Manga, 1980) showed that unions were not bagj
cally interested in achisving awnership or ewen cantrol over the enterp—
prise, but were concerned with the welfare of their members and protec-—

tion of the uniaon 2s an institution,

Valecha {1983 Ffound from the responses of 23 engineers and
scientists in a large electrical PE that they had very high concern
about changes from their own point of view, but not abgut changes ro-
lated with organisational matters. Most faolt that thay had adeguate
control over changes to take place in the next five years. Dhingra
(1972) found a higher percentage of seminar PE managers wars part;ci-
pative in their orientation than top, middle or lower lsvel managers.
Staff managers were more participative than line managers, plder than

younger, and profesionally trained than those without training. Some
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geheral beliefs about banking managers hava alsg been reported (Dayal

and Sharma, 1972),

Persanalitx

Several instruments havg been employed for ressarch, survey s,
0D work, managemsnt develapment programmes, atc. in a number of PEs,
Some of these instruments have heen reproduced in a recent book (Pareek,
Rao and Pestonjes, 1981), Knandwalla's Blocks to Lreativity Scale was
found significant by Sen (1962) in a research of bank employeess. Saru-
pria (1982) has reported the results of sgueral personality instrumenté
(eeg. locus of control, interpersonal needs, expectation from others,

toughmindedness, emational stability, extraversiaon, etc.) from one PE,

In an experimental study of 100 exacutives from private and public
enterprises of Hyderabad, Asghari at al. (1976) found that those subjects
who scored high on the dimension of control tended to be tough bargainers,
starting a higher asking lovel and making a higher pay-off. Thosa
subjects who magg a fow large concessions mads relatively more profit
than those who made m#my small concessions. Subjects classified as
adopting touch and intermediate strategy made thes highest profit, Out
of the four mzasured dimenéions of personality, conciliation, risk and

control ware found to he significantly related to pay-offe

In a study of 58 bank clerks Bhandarkar (1981) found an inverse
relationship batueen rigidity and change praneness respaonses of the sube
jectss The hypothsses ware not confirmmed on the investigater failed to
- note any significant differences between union -activists and non=activists

in their rigidity behaviour.
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Work Satisfaction

R large number o studies have basn made on work satisfaction,
motivatian, and alienation. Og (1976), examining employse motivation
studies, sugogests diffarent approaches for such studies in PEs. With
the main objective of astablishing PEs as agents of social transform-
ation émphasis should be given not only on psycholegical factoars that
contribute to employee motivation but to such vital issues on work
system, cultural components, social context, and a nesw pedagogy of
lsarning and oxperimenting, Os examines the characteristics of a work
orgénisation and their impact on human motivation. He pressnts thres
action research ases from India, at BHEL, Hardwar, LIC and work design

in the Postal system,

Mehta (1977) found interesting motivational differencas betuean
managers and workers. While the managerial employees showed strong moti-
vation for influence and influence-baskad motivation for social achisvege
ment backed by naed for personal achieuement. Mehta feesls that the
patterns discerned in the analysis are likely to create interpersonal

preblems and conflicts, and would come in the way of workers' particie

pation in management,

Some studies have besn made about the expressed negsds of PE managers
on their jobs. Agarwal, Khanduala and Naik (1976) studied the hisrarehy
of various needs of middle lavel managers based on Maslouw's classifica~
tionss Tho study was conducted over a period of six months on managers
who had come for various exscutive davelopment programmes offered by

NITIE., Questionnaires were distributed to 120 managers belonging to
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54 organisations, The analysis showad that middle level managars did
not conform to fissip 'y Nierarchical classification gf nezds. Instead,
thae hierarchy estaclished here ran ag followss Security, self-actuali-

zation, self-estoom, and Physiological and social needs,

More recently, Kumar, Singh and Vorma (1981) studied Job expect-
ations of 117 SUpervisors and managers in a PE in Varenasi, Amang the
11 job éxpectatiun factors studied, job SéoUrity obtained ths first
rank followed by opportunity for aduancament, P2y according tg merit,
Warking conditions, etc. Anong tho four groups thare were found high
inter—Factor(éxpectations) corrolations ( +61 to 490), Out of the
14 motivating and 14 maintenance factors studied as many as 23 ware
Found to be associatag with job satisfaction., Only two factors (promo-
tion, and general policy and administration) wers Considered as main-
tenance factors leading to dissatisfaction, Most of the sets of corro-
lation betwsen satisfaction and-dissatisfaction in the pressnt Job
situations were Statistically 91gnlflcant but the raverse was true in
the case oFf imaginarpy Job situations, The expectations fronm Herzbsrg's
theory were found to hold true for the imaginary Job-situation byt not

for the prasent Jjob situation,

Kumar (1576) got motivational and inhibiting factors renked by
PE exccutives, Anong the varigus motivational factors, persgnal growth
and deuelnpment, Tecognition for good work done, accomplishment, ang pay
were perceived to be morg important than promotion, job sacurity, decision-
making authority cte, The importanca of PaY, Job sescurity, and promotion
decreassd and thg importanca of recognition For good work, accomplishment,

and d001310n~maklng authority increased 8s one movad in the organizatignal
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hierarchy. Stetus and monthly income had bearings on motivational
attitude. A gonoral upsthy was revealed towards docision-making autho-
rity. Inconsistency in policy and lack of class—definition of ros—

ponsibility baoth hurt the executives most.

Anantharaman and Deivasen (1980) studied comparative job motivation
of managers, supasrvisors and workers in a large PE. The rosults shoyod
that mamagers wore found to be more imvolved in thoir job than SUpQ =
visors, a@and supcrvisors wore found to be significantly bettar than

waorkcrs in job involvement.

Although career satisfaction of PE mansgers has beon studicd
(Sharma, 1979) a significant study by Chattopadhyay and Agrawal (1977)
focused on carcor crisis of PE managors, They have proposed a con-
ceptual framework to understand the psychodynamics of the middle age
crises of the middle managers., The dﬁminant theame of the framcwork is
tho process of dying. Twe models to [sle]ale] with this inovitable bhut
pagsing phasc of life ace proposad and.elaborated by a study of 208
middle managers from 20 industrial organizations in the public ssctor.
They emerge as moderate but not intense, mediecre, and fairly alicnated
with a desp sense of inefficaey and misanthropy. The authors concludo
that by econfronting the mid-1ife crisis in cognitivae, affeetive, and
connative plans simultancously and integrating with it the concerm for

sulf and others, managers can give nou moeaning and richness to their

lives,

-

Naik and ODsshpande {1978) studiad alienation in 100 officors and

clarks in the banks. The results indicatod that the female employees



éénd to be more alienated than their mals counterparts. The employees
specialising in the crts discipline appeared to be more alienated than
others., OJob-satisfaction factor showed a significant megative relation-
ship to work alienation. The genaeral alienation scoras showed a positive
and significant correlation with ths external control scoras as mea-
sured on the Rotter's IF scale, thus indicating that the externals

experience a higher sense of general alienation than internals.

An investigation of relstionship between job involvement and need
fulfilment in a nationalized bank at Chandigarh (36 clerical emp loyees)
‘Pathak (1979) found that the emplayees scored high on opportunities
for advancement. The need for proper feedback to the employees re=-
garding their performance was emphasized since the maximum need gap
betwesn the present need fulfilment level and the desired level of

Pulfilment was for more opportunity to.see concrete results of work.

Reddy and Ravikumar (1980) studied job attitudes of 294 lower
management personnel of a dairy de&élopment corporation. The finding
suggest (2) a high degree of cross—cultural applicability of the job
attitude instruments ;hrough their internal consistency; (b) significant
and positive relationships betwesn job involvement, and the other two
job attitude variables, intrinsic motivations, and company satisfaction;
(c) a significapt and positive relstionship of job involvement with
job=terurey and (d) no significant relationships of job involvement with

other perspnal varisbles, namely, age and number of dependents.

A study of job satifaction of 100 women workars (half from a manu-
facturing PE)} indicated that the job satisfaction among the women workers

is less because they have poor working concditions.
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Some studies have bsen focused on the determinants of job satis—
faction. Analysis of responses of 85 PE managers {Singh, 1979) showed
that managers attributed sscurity to ths absence of affective managars’
‘union, increasing interfersnce of trade unions in day=to-day working of
organization, strained relationship with superiors, passing secret ife
formztion of managers to their higher authority and sudden change in
top managemert, The managers ware alsg concerned abaut improper di s
missal, lack of proper promotion policy, discouragemesnt for applying
for outside job énd inadequate participation in decision making, The
general views of managers revealed that manager's professional incompe-
tence, lack of psrsonal integrity and alternativa Job opportunities on
one hand and mismanagement of organization on the other, were mentioned
as the important reasons for Jjob insecurity., Political interference

and pressure has also been mentioned for job insecurity,

Based on e=nalysis of data from 2274 clerical employees, Sharma
(1979) sslected for further scrutiny in teéms of their influence on
Job satisfrction: college =ducation, 5Dnthly emoluments, work tschno-
logy and type DFKQupergjsion. Both emoluments and supervision failed
to shouw a significant relstionship with job satisfaction, while work
technology and =ducation were found to be important dsterminants of job

satisfaction.

Pestonjee and Singh (1979) identificd educational izvel, number of
dependents, age, work experience, parental occupation and marital status

as the factors of morale of supervisors of a public sector steel plant.
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Analysis of tesponses from 22 high, 91 middle and 196 lower lcevel
managers (Harigopal nd Kumar, 1979) showsd the managzrs! satisfaction
with the company wis influencad by jis job attitudes and role pPerceptior
at the middle and lower managemant lavels, The partial correlations
indicated: {a) significant positive relationships between company satis—
faction, job involvement anpd intrinsic motivation and role overload, and
significant negativa relationships between company satisfaction and role
conflict for the middie management lsvel, and (b) significant positive
relationship betwson Company satisfaction and Job invelvemant and 8igni-
ficant negative relationships between company satisfaction ang rola

ambiguity and role conflict for ths lgyerpr mantagement level,

A feu studias have Compared nesd patterns of public SECtD; and
.private sector m&nagerss 0On a sa.pla of 34 managers from a PE gnd 19
menagers from a private Bntarprise, Venkataraman and Valecha (1981),
having matchad the Srocups on age, qualificétions and experience, found
that corporats ounarship had no influence on overall satisfaction.,
Houever, a needeyise -nalysis sheowed that there Yas 3 greateér deficie
@Nncy for the autonomy and self-actualization needs among the public

—-—

sector managers,

Sinha (1973) found that executives in the private sector wers more
satisfied than their Counterparts in the public sector. This has some

serious implications given the magnitude of public sector investment,

Pestonjee and Basy (1972) failed to replicats Herzbeg's thegry,
They Found significant interastion effect in a sample of executive of
public and private sactors. Motivators contributed to satisfaction
in the public sactgr but ta the feeling of dissatisfaction in thoe private

sector. The main affects of mativators and hygiene factors were not
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significanrt,

k simple model of human behaviour at work with a sanse of compe-
tenca concept has besn proposed (Sekaran and Wagner 1980). A sample
of 545 white-ccllar a@mploysus in service organizations in the United
States anc 1,123 white—collar employeas of banks in India indicatod
that the axperience of meaningfulness of jobs was the single most impoart-
ant contributor to a sensz of compotence for employees in both culturss.
Beéause seonse of competence had high corralstion with job performanco
and the quality of work life, this finding has practica}l implicatiaons

for organizations and for cedirection of managerisl afforts.

Group and Organis=ational Procoasos

Studies on intragroup {interpersonal), interaroup and organisational
procaesses are rovieusd hers. Thase relate to communication, conflict

and collaboration, docision making, and managerial or leadership stylas.

Organisationzl Cpnsunicition

-+

Organigational coneunicetion is concorned with the flow of goal-
oTiegnted messages bofwson sourcas, in a pattocon, and through & medium
of media. Tha relavant dimensioqs of organisationzl communication are
the need of communicetion, dirsction af cemmunication {up~down-~horizental),
pattern, media (formale-informal, oral-writtzn). Neo studies have baon

reparted on the patterns (or communication network) in PEs.

On tho basis of analysis of questionmaire and intoerview date from
140 managars, Prasad (1976) found that the subordinates' perception of

infarmation raguirsments of superiors was not the same as the actual
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infomation requircments af the suporicrs. Superiors required informa-
tion mainly on uork porfoonance of subordinates, problem relating to
work, porformance appraisal of subordinatss, and now ideas and suggust-
ions from the subordinatis to snanle them te control, formulate policies,

and arrivo @t decisions.

Singh and 3hargava (1978) examinzd tha duality of disclosurs of
information in Pts and concludad that tgere w2s no uniformity in tho
disclosurc of information. While arganizational pattorn did not affoct
the quality of disclosure of information, the influence of the naturo

cf industry was svident.

Ragarding the nature of organisational communication, Agarwal (1974),
bassd an a study of 250 managers at 3 levels in a2 mandfacturing PE con-
cluded that the status differentisl was a critical yoriable. The larger
the status difforential and Eho more restrictea the channels of comnu-
nications, the greater was the tondency af thz information to flow from
low to high status persons, and the greater was the distortion in the
contents of communication. Prasad (1976) in anothar manufacturing PE
found that formal channel-of communication was used by all the subordi-
nétss For communicating upwards. Along uwith this, 9Fof thc personnel
at the top and 70% of tho subofdinatas 2t middle znd supervisory levels
also used informal channals for upward communicatian, Informal commu-
nication supplementod the formal channel in upward communicetion and
wag mere commonly adoptzd For communicating nesgeative feedbatck to super—

visorse.
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Prasad's {1975) study is an in=depth study of Upward communication
in a PE, covering 5 top-level, 45 middle-lsvel and 140 supsrvisory level
manageré, A briaf surmary of the study was alsg published (Prasad,
1976b), The results indicated that the contents of upward communic-
ation were highly associated with 2ll the three major variables affect-
ing this process, viz. the subordinates! feeling abdut what they were
required to transmit, their feeling about usefulness to superiors and
their own willingness to communicate. Farmal upward communication wasg
ardinarily through immediate Superiorsy Ey-passing was noticed infra-
Quently or in exceptional circumstances only. The large majority of
‘subordlnates also communicataes through informal channel particularly
thelr persenal and family problems and negative fesdbacks, The orga-
nizations and superiors discouragad such communication, Various arga-
nizational and perspnal barriars like lack of well defined aqd support-
ive prganizational policy toward upward communication, restrictive
nature of .organizational rules and reéu;ations, lack of adequate arga-
nizational facilities for communication generally impeded the Jpward,
Flow of messages, sﬁberi@:s' unfavourable approach towards Upward commu-
nication, their incopsistence on formality and communication through
pépor channel, nnn-auailabilit;, ignoring of upward communication, un-
favourable redactions, negative motiuatio5 to their subordinates and
lack oFAauareness about the usefulness of Upward communication among
stbordinates and their own unwillingness to communicats generally hlacked

the flow of upward communication.

Chaudhary studied both dpward communication (1980) as well as

downward communication (1978) in PEs, He studied 185 managers at
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3 lavals (1980) and found that higher levsl managars communicated mores

to their suporvisors than the middls level menagers. fregquency of diffe
ent typss of comwmunication trevelling upwards through the managerial
hierarchy varied. Some information was communicated to the supervisars
less than the others, Suggostions were most commonly communicated by

the subordinztus in the organization, while criticism of the organization:
policies were less communicated, Reports about the shortfall, failurao

- in work performance =tc. wers relayed only sometimes to the supervisors,
Managers at 21l lavels sought clarification of orders, policies, pro-
cedures and plans, atc. from their superiors. ODifficultios in implement—
ary orders and psrforming the tasks were alss communicated but such
communication was not sg frequent, 0Ona of the ssrious weaknessof up-
ward communication was that unfavourable information was not sant to
suparvisors. The quality of vpuard communication in tarms of cdequa—

ciws, timeliness end clarity wes not satisfactary.

| Regarding duwnma;d compunication, a study of 5B managers at three
levels (Choudhary, 1278) showed the following resultst (2) Higher level
managers communicate more to their subordinatos than their counterpart
at middle and the lower levels, (b) Managoers at all levels communicated
to their subordinata Feedbaﬁk. There was no significant differznce
among them in this respect. (c) Nanaéers at middle and lower level commu~
nicated suggestions more than the higher level managers dids. (d) There
was no significant difference among managers in respect of providing
unfavourabls feedback to subsrdinates. (a) Manzgers at lower levels
wera less infarmed about the policias and programmaes aof the organisations.

(f) The managers, a2t 211 levels, indicated that the information did not
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reéch to them 74 tima. The quality of downward communication in tenm
of adequacy,timeliness and unambiguity desclines as it passes down to

lower lovel ncnagement,

Conflict ang Collabaration

All the conflict studies are in the area of industrial rolations
(management—union conflicts), No studies on collaborétion were found

in the literature,

While there =zra general studies, including compazrative studies of
industrial relations (eg. Khurana, 1972), there have heen soma detailasd
tase studies of conflicts and strikes, 4 detailed casg study of 2 strike
in a State PE (Misra, 1979) shous how failure of cormunication, unshared
apprehensions, and anxicty and, rumour ascalate organisational conflict,

A detailad study of industrial relations in shipbuilding industry of

30 years (Gupta, 1976) showed that.during this period a total of 2,31,290
mandays were lc.t, and seven major strikeé accounted for 92% of the man-
days lost. However, the situationvih the shipbuilding industry is much

better than othsr PEs or private companies,

-

AR case study of conflict in a non-industrial PE (Prabhakar, 1979)
found that the main emctional Froslem leading to conflict was argund
deputation of government psople to the PE. Tha employees of the PE did

not welcoms the deputed personnel. They werc porceived as emotionally

noninvolved in ths PE, indacisive, and uncommitt.g. This adversely affect-

ed the orgenisational climate,

Management-unit conflicts have rasulted In some public sector sntepe

priseé like hanks in low Productivity and restrictive labgur practices,
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Datta (1981) hzs suggeatod it such restrictive practices have deve-
loped because of tho € picency and indifference of the menagerial
and supervisory stacf gf banks, on the one hand, and inter-group and
inter-union rivaolry resulting in compotition among unions to gnsure
as low a workload to employaes as possible, on the other., Tho ine
corporation of a joint declaration on restrictive practices in the
Third Bipartite Scttlement in the banking industry was a significant
development in this context. Howaver, bank managements have so far

evinecad little determination to make use of the joint daclaration to

put an end to restrictive practicas,

Decision Mak;gg

A caso study of Suaraj Tractors, Bhat (1978) recommands gvolving
of an institutional structurs and doep involvement of the top manago-

mant for effective and afficient choices,

R pioneering studz on decision styles hés been done by Maheshwari.
He (1980a) usad Hellor'- approach.to pérticipation as a continuum of
influcnce 2and power Shﬁring. Declegetion and consultation along with
gfoup decision-making wors included as elemants of participation. A
preference for particip=tion mealo of managers to explore the relation-
ship betweon praeferencs and practice.on‘participatiun dimensions wasg
also attempteds The main focus of his major study of:docigion styles
and organisational affaectivenscss (1980b) was the stylas of decision—
making used commonly by the managers'in Indian organisations, spocific-
ally, tho extent to which two ma jor decision styles -~ participative
and entreprensurial were usade The study cavers 12 business organi-

sations, 804 respondants to Questionnaires and 120 direct interviews
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with managers. Thu major findings of the research weros (1) Indian
organiéations were found noither authoritarian nor highly partieipctive.
With due allowance given to the variations, the decision-styla uns
characterisaed by consultation and limited pzrticipation ratharp than
joint decisionemaking or systam of wide participation. Thers wes &

high degrez aof dependence on the highar levols of hierarchy for goal
*setting and decision meking on important mattars, (2) The nead of
Indian managers far participation in decision making was not high and

S0 they do not expact much to influence organisational decisions nor
ware thay dharacte;ised by the uxtreme degrees eof either entreprensurial
or bursaucrztic style. Golder's mean scems to be the reule. (3) PEs
Weres more purmissive and loss autharitarian than tho privatgo sector orgo-
- nisations, They wsre not any more burgaucratic or lass ent reprensyrial
than tho ﬁriuate sector organisations, . {4) The senior managers had

both higher proference and greator opportunitdies far participation in
decision-making than juniors, (5) Participation was positively relatcd
with certain dimension- of effectivenuss but the relationship is neithar
sﬁrong nor significant, The findings found relaticnship botween Orga-

nisational effactivencss and entreprencurial styles of dacision-making.

Jain (1980) found in a study of railway emplayses that job involve-
ment, and not locus of contrel, was a good predicter of tendency to
participats in dacision making. Locus of control was not relatad to

perceived participation,
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Leadership anc i:pagoricl stylos

Based on onalysis of rathar sparse dota, and using a western
framework, Malhotra (1579) makes the fallowing prospositions about
leadsrship in PEst (a) The fcraftsman' CE (chief exceutive) is not 2
rarity on the Indian scene and his affectivencss tends te increase
where his technical competence - ratifiod eithor by 2 fareign source
OF previous success - anables him to deal on an objective professional
level withiis corporate management, i.z. the minister and the sscro-
tary of the administrative ministry, (b) The 'gemesman', CE is still
to smerge in tha Indian public sector scene. (c) Most successful Ces
adopt 2 subordinate~centred decisiormaking role, though none seem to
go to the oxtent of completo participative management. (d) Thors is
rnut gnough avidence to conclude that thore is no altsrnative to the
unian-management‘CUnFrontationist approach towards doaling with general
amployce relatioms. The ‘paternalistic?! style has becn successful in
a number of enses, ecspoecially whare fhe orgénisations ware small and
got started recently. {e) Succossful CEs have tonded to spand o great
deal of their time in 'pesr-interaction'. In the Indian contoxt, the
*stroking? culture ssems to bo thoe most effective as compared tc either
the pawer—centred or professionalism approach. (f) Successful CEs have
doveloped & collaborative relationship with their chiaf financial officers
(g) Sugeoesful CELs all demonstrate a readiness to put their jobs on tha
line on issuus they deem fundamental oither to their organisation's

longterm welfare or their ocwn ssnse of valuss,



39

Three comperative studics of leadership styles in private and
public secctor h~ve been reported, Ocs and Singh (1977) studied 100
PE mancgers from 180 private scctor manzgers of steel and engineering
industry, and coneludod that, (a) The bureaucratic stylo w2s most
predominant among Indian managers, followed by the bonevelant eutocratic,
developor and domocratic. (b)) The managerial convictions and beliof
systems were totally absant among tho Indian managerse. (c) In tho public
sector thore was =2 preponderance of bureaucratic style, followcd by
compromiser, developar and Autocratic, in that ordor. {(d) In tho
privote sector, the bencuolent autocracy was most pronounced styls,
followed by tho bur:rucratic, democratic and development. In the
private ssctor, the non-effactive managerial bahaviour was low come
pared to the public sactor. (e) The top management followed more aof
the bengvolent autocratic style and less of othars. (f) Buruaucrotic
styls was the most pronounced in bath the middle management 2nd the
lower managoment. (g) The percentages of the desertar wos negligible
in thé lower management, agzinst the high percentsge in the middie
management. (k) In the high 2ge group, tho besnevolont autocratic
style was moro dominont,” Followed by the developer, bureaucratic and
democratice (i) In the production category, the style of benevolent
was ranked as first, whcroas it was third and second, in the finance
and personnel. Autocratic behaviour was quite high in th¢ production
group compared to the other two groups. Orientation tuwards team work
was lowest in tha finance cgainst parsonnol and production, (j) Thoser
axposad tao management programmes showcd a preponderance of devaeloper

styls, @gainst those not exposcd. (k) The positiopal hisrarchy, age,
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and funetional rales.uere the significant determining fectors in tho
choico of managarial stie. Organisational owncrship and axposurc to
management programmes, however were not associtted with the managerial

styles,

A comparstive study of 45 supervisaors From the public soctgor
and 38 from tho private scctor {(Josoph and Kesavan, 1977) showed that
private scctor suporvisers uers mora task-oriented (emphasis on pProm
duction) and public sector supervisors more superior~griented, This
was axplained by the fzct that in public sector, superiors had more
powar to promete and increase salary. Porhaps, another and a more
valid oxplanation is the carry-gver of the feudol familial culture

-inte the public scctoer mors than into the private soctor.

Pathak and Singh (1981) did a comparative study of middle managers/
suporvisors from Pés, privﬂtersecfar and government offices with LEAQ,
cencluded that (2) a2ll the suparvisors (Bxcépt 2} had 2 combination .of
task and relationship oshaviour than ekclusiucly gither of them,

(b) While sonior managers had floxiole leadorship style, most of them
did not believe in delegation. The style range of officers was alsgg
extonded to first thras stylas, suggesting a need for training for doleoe
gation, (c) Supervisors diagnostic ability to adjust their leadarsﬁip
behaviour appropriatoly to different situations, Most of them were

having ovorail leadership effectiveness score between 0 to +12,

Pathak has initiated a number of leadership studics, along with
1is studonts in Himachal Pradosh University. Dewan (1981) found thres

style profile in 67% middle managers in one HMT unit. Kalia (1981)
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conducted a study on self-perception of leadership étyle and effective~
ness of 11 public sector branch managers in 5imla and thae perception
of their 25 subnrdinates about thoir loasdership style and effectivensss,.
It was found that (2) In tarms of LEAD~Self datz, 72% manzgers showed
three style profile and 624 had cffectiveness score bstuzen 0 to +12.
()} In terms of LEAD-pther data, only 56% of ths subordinates percei-
ved their managsrs £s having three style profils. Furthar, 76% of the
managars ware parceived as having effectivencss scora between D to +12
by their subordinates. {c) From both the LEAD-self and LEAD-othar data
it was Found that most of the managers were having style II as basic

‘and style III a5 supporting leadership styls. Bhanot (15981} found 19
put of 20 bank afficers in a bank had thrae styls profils. In another
study, of 35 bank afficers 2t Simle and Jullunder, Pathak (1980) found

that B89% officors had tuo styls profile.

Sayeed and Mehta (1981) have examined relationship betwsen value
srientation and leadorship sktyle of managars the organizational haalth
ierceived by superuiébry, Qpn—supervisury and combiinec watk groups in
a2 multivariete framowork. A sample of 98 branch managers and 537
employees belonging to 18 branches respondsd to the questiannaire used
in the inuestigaticﬁ. ffuch factor similarity was noticed in the Indian
data when compared with the Available American data. Subgroup and lysia
between value oriantation and lsadership style indicatz that hisrarchical
status of work groups have a moderating affect on the relationship bete
ween managerial variables and psrceived organisational health dimensions.
Iin general, agualitariaznism, individuslian, and acceptance of authority

were found to have some impact aon initintion and outgoingness, innovative-~
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-hess and involvement dimensions.

A pilonzering study on landership style has beon published by
Sinha (1979, 1980), Tho study was done in g8 orgenisations, out gf
which 5 were PEs. A nay style (t-sk nurturant), somewhere betwean
authoritarian and particitative, has bucn Proposuds  Rurturant task (NT)
leader was folnd offective in MovVing from authoritarian to partici—
pative culturo, It hag basn praposad as a style helping tha employees
to attain maturity for porticipetive Cultures the leadsp then has to
change his styls tg participative ona, A significant ralationship
was found batueen 1eadaréhip style and organisational ¢limate. As the
boss style moved from authoritarian through NT to participctive style,
the climate tended tg be mors favourable in tarms of working condition,
¢fficiancy, interporsomal relations and work relstionship, It was the
participative styls of the boss mhich had the mein influencs On Organi-
satioﬁal climate, Both organisationél'climate and work satisfaction

very thoroughly studicd,

Organisztional Change and Interventions

-

Studiaes of organisational change and interventions in organisations
are increasing., A book to come out socon, (Chattopadhyay and Paragk, 1982)
contains sevoeral conceptual models and case studios of managing change

in PEs,

Two significant papers by Prahlad (1977) and Khandwalla (19g2)
discuss an important dimensian af orgenisstional change, i.e, ﬁurnaruund

strategies, Krishnemurthy (1977) has narrated the experisnce of BHEL
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during the change in their organisction. He emphasise the need of
encourcging erzativity and the importonco of academic institutions in
bringing about changes in orgonisations inveolving problem solving by

creative methodss

Bhattacsharyya (1980) amphnsiscs several dimensions of organiza—
tional design intarventions to maka them affective.corparate management
at the time of initisting the study, must clearly identify the dis=-
tinctive nature of the roles and rQSpansibilities of the four groups -
possibly through an initial bricfing mesting, followed by & memorandum
exglaining the need for rearganzation, the mannar and mode for carrying
it out, and rolas of corporate management, the outside designer, the
inhouse toam, and othor managers. If the intervention is nan partici-
pative it is almost certein to bo less offective in generating the
requir~d organizational changese. The ofgnnization must have apen
communication aﬁd firmness of purpose. These must be backed up by the
perceived frairness and reasonibloencss o% corporata menagement!'s étti-
tude in introducing change. Ancther important consideration is whathar
the im-houswe groups and th;_deaign;rs are willing So inncvate and
create solution for resolving prablams encounted during the study and
whether they ares able to zvoke the help and support of other managers
in the orgenization in evolving the solutisns. Tho designers must indi-
cats that although implemcntation of the recammendntions is an organi-
zat ional task, they would bs availabloe to pesolue Jointly with tho client

organization that any problems thay encountarcd during the time of imple—

montation,
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Organisatin Lave lopmant

In India work on scganisation development (0D) is going on in
soveral PES, bqt very little is being rcqqrdad and published, Amongst
those actively involvod in 0D as outside facilitetors are Abag Ahmed,
Sourang Chattopﬁdhyay, Somnath Ch?ttopadhyay, Nitish De, Prayag Mehta,
Udai Parcck, T.V. Raa, Dharni Sinha, Gopal Valecha, Several competent
internal oD facilitators have beon active. Soma raports giving grga-
nisational dingnesis and results of DO intoerventions havg baen written,
HMT has donq good work in this regard, and have published o numbar of
reports {c.g. Anon, n.d., 1977, 1978, 139793 Rac, 1978, 1978, 1979, 1980,
1981). Vardan (1975), the main intarnal 0o facilitator in HMT until
sametime back, nzrratad the 0D exporicnoe of HMT, and thg 2volution of
00 through structural reorganisation and tean building/management dayow
lopment/process consultﬂtion/sensitiuity training with someg attempts

mads to marry the two,

Catta (1980) ruported the anguing offort of arganization develop-
ment, undertaken in Bropal unit of 4ho Bharat Ho~yy Cilcotricals Limited
(BHEL). Ono of the salicnt features of thg effort hos baen developmant

of feedback mechanism and the culturo of the organisation,

Some attempts have bizen made to bring about changes in the banks,
Eden (1978) describes the fasearch processes that led to a moaningryy
participation of banpk omployces in studying and changing the organie
sation, Comparcd with other projects it had o differant beginning in
using participation in technologieal thanges as a springboard to dema-

cratic work, The details aro givan ro arding group discussion,
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jidentificetion af major resenrch mrans, genertl probloms, presanting
report, introduction of changa and rovicw of chang? procuss. This
study gloerly demenstrstod thot prriicipotion o foshonlonical changa

could be 2 toke-nff point for participation in organisstion, salf study

and chango.

Chattopadhyay (1972, 1973) has narrated his experience in the use
af group dynamics laboratory in process consultation in g bank, This

is @ mejor contributor snd providoes useful insights aver the yoars.

Sayasd (1980) has reportad on the criteria of organisttional
health of bank branches. Global judgement about organizational health
of the bank branchos wers primarily formed by two criteria viz. por=
" ception of burvaucrstic structure (flexible vs. rigid} and smployee

involvoment (involvement vs. indiffercnco).

Bhatia (1980) studied the problam of abséntaaism amongst the four
units of BHEL, and found it to be tho lonast in the Trichy unit. Sove-
ral factors were_idanti?i?§ having implicotions for sction. He (1279
descrited an action learning programme (ALP) experiment in Trichy
nlant of SHEL to reduce absentemism. The basic approach of ALP was
that managers daveloped through dezling systomatically with the real

probloms. The author hos doscribed the process and rasults achicved,

Human Reszurce Development

Work on human resource developwent (HRD) has goined groat import-
anca. Paresk and Ras (1981) heve given some detalls absut HRD, inclu-
¢ing a leng case study of HRD in 2 PE, A large number of documents,

invostigations and cass studiss on HRG are being genoratod in the State
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Bank of Indiz, Pareok (Porthcoming) has given some analysis of HRD
dimensions in somsz PEg and has discussced tha ralz of HRD managers and
linc managoers in implementing HAD 'n ~£s. Rao (1081, 2,0,€) hes digm
cussed HRD in sover2] contaxts, Para.k (1950) has discusscd briafly

action research studics in introducing HRO,

Amongst the componerits of HRD, pceformance information an apprajisal
systoms in PEs has boen summarisad by Chatterjec (1978), Comparing 62
PEs and private sector anterprises on training, Agarwal ang Anantha-
krishna (1980) conclude tﬁat public undertaking lay more emphasis on the
affective usp.of management and tochnicoal training than thg athers,
Non-projected aids constituted the bulk of the aids commonly ayajl-
“able with and extensivaly usad by all organisations and mere facilities
for software audio-visuals are available, in public sector than private

sactor,

srinivasan (1980) has describod an @ction-oriented training pro-
grammaes held =t the Postal-étaFF Collzge, New Delhi, Action initizted
through training is broadly classified into thrac typuss  (a) innovation
OT @ creative action, (b) use of bettar methods to improve performance
and {c) creation of capacities for better and effectiye analysis of
data te improve quality of decision making. The major gain of these

programmes is tha realisation of thg importance of training organiseticn,

Khandelwal (1979) hasg narrated the uxperiencs of BHEL in adopting

human resaurce accounting,
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R go:d study on militancy of ‘nrkors hog becn raported (Arya, 1980),

H’sﬂmpla of 375 workors, 35 tpade union londers and 373 Managers from

tuo PEs taken in tho study, 0Onz o7 25 plints hil = 11gh incidence of
disputes while the sther hd 2 low incidence of disputcs. The study
found that the Geonomic v riahlos oxarcisad comparatively less influy-
ance on militancy than tho psychological variablgs such as satisfaction
with supcruisory behaviour and institutional variables such_as union
porticipation, Conmtrary ton the Common belief, parscnal variables guch

@8 Age and education “ere not found to explain significantly tho miliw

tancy aof Workers,

A small number but Quite important studies are being conductad

in menufacturing angd servi&o PEs on worker participatian, industrial
democracy or work rodesigning., Nitish De pionsared Work in this aroa
at NLI and PECCE, and institutad Frojects in several PEs, UWorker
barticipation Gxperiments in BHEL havyg been repartod by Datta (1978)
and Raghavan (19789, Pramraj and Venkatosan (1976) rsported one oxX—
pariment in eémployec participaticn in BHEL, Fiyo amploygas reprasenting
five sections were exposcd ta woakly Planning and rovisw meetings,

They discussed production problems and brought oyt schemes for high
utilization of resources, Wookly schodulaes were mutually agreed upan
in these meetings, resulting in an achievemant of 80-95% of thae planncd
-consistantly. The omployses eXperienced a greater sanse of job satise
faction, enhanced to some axtent by the achievement cf 2 100 per cent

increasg in production with = VeIy marginal increasg in rEsourcas,
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Mehta (1977) hes suggested some arannized interuentions designed
to cducate menngers and workers! ssprosantatives for offoctive implo-
mentation and prometisn of perticipation in a public scotor organizo-
tian. A 6nntinuing intarface nas baan observed botwoon mernagorial
employces and workers. Tho data suggest that these twa groups have
a giffarential pattarn of motivation with diffarant patterns of work
gatisfaction and personality styless Thé actian plan suogests that
Joint prablem-saluing can be passible by joint discussicons and cction
at the shop—floar level, This may rosult in positive pressurss for
brimging ebout desirzblc changss in the organizaticn. Flowover of
such pressurss likely to be met with counter-prossures From varlious
snurces. 1his moans that the role of top manageﬁent and trade union
lpaders cannot be ouorucmﬁhasized. Tha author concludes that the
structura 3f the orgenization end trfde unions shouwld bé kzpt in mind,

whan endoevouring to bring abuout joint prpblsm—smluing.

Sharma, Singh and Qincsh (1978) have duscribed-in details the
pracess of work rodesign and participative mansgement in 8 post offico,
resulting in higher productivity ond customer sntisfactlion. This is

an oxcellent write up, giving deteils of the experimants
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Conclusions
—trn SR ehNs

This review of 0B research on PEs has revealed soma weaknessas,
There have been soma@ outstanding studies. However, most of the studies
have been daone without meticulous planning. It is certeinly sncoura-

ging to find growing number of studies on PE.

In ordér to get better insight into various dimensions of PEg,
and to be able to compure these at various points in time, it may be
useful to form a resesarch group who may prepare a comprehensive design
and support and coordinate studies with a common approach and a well
prepared sampling design. Some baseline data may be collected; then
it may be possible tgo compare the various dimensions in sevaral points
of time in the future, Such studies need to be comﬁrehensiue, and

multivariate techniques may be employed to gst the max imum ﬁut of them,

While a2 well designed cooperative Survey research may serve one
useful purpose, gualitative indepth resgarchss are alsg needed, Good
case studies may help in getting more insight into various 0B aspects

of PEs.

The mast neglected, and yst = vary important aspect, is building
of thaories of organisztional structure and processes of PEs, HResearches
need to develop naw paradigms to explain significant axperiences and

research findings from PEs,

More intervention rasearches or action ressarches ars nerdad,
These need to be more rigerous, and should contribute both to the deve-
lopment of new theories and to gvalving of more effective action

-
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strategies. Ressarches on the Proc28s of action research or OO may
help to develop insight into the dynémics of changing.

yith the growing size, sGopo ~nd lmpact of the suulic sactor,
organisation behaviour scientists and practitioners have a groat
opportunity to lzarn and contribute to now theories and practices,

These oppertunities nre unique in India, 2nd nezd not be missed by us,
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