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Role in the central concept in understanding the
dynamics of an organisations The concepts of role space
(relationship amongst all the roles an individual occupies)
and role set (relaticnghip of the role with other significar
roles in the orgenisation) are important in understanding
role dypamics, Four stresses relating to the role space
(self-role, distance, intrarole conflict, role growth
stress, and inter-role conflict) and four stresses relating
to tke role set (role ambiguity, role overload, role-role
distance, ard role erosiocn) are stated as important role
stresses, Functional strategies-confronting the stress to
manece it - are distinguished from dysfunctional stretegiese
avoiding the stress, An approach to pramote functional
strategies in an organisation is described. The approach
promotes mutuality, creativity, confrontation, and explora-
tion, The following are involved in IRE: concept discussim
role set mapping, image sharing, role linkage, role expecta-
tion conflicts, role erocsion, analysis of orgenisatiomal

climate and role negotiatiom,



INTER-ROLE EXPLCRATIGN : AN Ob INTERVENTICM

Udai Pareek

Role is a central concept in the unders tanding of the organiza-
tional dynamics, ‘It ¢an be conceived as the inter~face between the
person and the organtzation. In Organization Development.this important
interface reglpp.has not been adequately used. Three important OD inter-
ventioms reported arocund the role are those by Dayal and Thomss (1568),
Harrison (1971) and Sherwood and Glidewell (1973)., The main focus of the
Role 4malysis Technique (Dayal and Thomes, 1968) is to help define a
- given role in the organization clearly by focussing on the discussion of
the purpose of ‘the role, its prescribed and discretionary components, and
its linkages with other roles. This hclmique has been reported to be
very useful for role clarification. Role Negotiation (Harrison, 1971)
and Role Renegotiation (Sherwood and Glidewell, 1973) are more dynamic
interventions, focussing on the help the various roles in an organfzation
can give each other in increesing their effectiveness, All these three.
interventjons skirt the problems of role conflict and role stress. They
are, however, very uaseful for t'.he pur pose for which t:hey have been used.

R *Tha 1ntervention discusaed in this paper is focussed on confront-
j.ng the’ pmblem .of role conflict and rola stress, and evolving strategies
"of mutual help in coping with these problems amongst the various roles in
an organization.. It helps the varidus role occupants develop joint ex=

P loratory stra tegies .

. Before discussing the intervention, it my be necessary to
state the various concepts used in this comnection, Tae concepts of
role, role stress and the coping strategles for role stress arc relevant
for the intervention.

‘Organisational Roles
) The concept of role is the key concept in understanding the
integration of the individual with the organmization. It is through role
that the individual interacts with, and gets (or does not get) integrated
with the organisation. Katz and Kabn (1966) give role the central
place in the organization by defining human organizations as role systems.



REtz, a.{:d Kahn use two tergs: office and: rove. .- vOPrice’ $8! esdantially
retzkional concapr., deflning each positiom ircderis. of- IEs Yelbtionships
tpﬂpthers and Lo the.-system as:a wholeic::Assaciated with. eabh office is
§et. of;actuzities or expested- behaviours.  ‘These:-ackiviE{ss Sonstitute
the ‘fole to.be performed, at-least approfimately, by eny parsod who
oécuples that office™ (p.173), Other authors also make a distinction
between poaition or office; and:toles . :Although Lintdn (£936), the first .
among the proposers, of the-concept ‘of ~ro1e; viewed ithe ‘éénéepts of
.status and role 1n an integrated way, the word role ‘Has' been! ised 1n
two meanings. ”S‘ometime the term-1s used to derote ‘the pdsition ‘8 per sont
holds in ap organization - along with expectations -Frow CHEE. ‘posTtion™
(e.g. the role of a teacher, a policemen, etc.) amd sometime it is used
to describe the expected behavwiour:or activities only {for example,
disciprinarian role or ewaluator role of a feacher; task and mintenance
‘roles, etc,). Thomas and. Biddle. (1966) have discussed thé: Yarious terms
used in role theory, For the sake of convenlenca wetghall (8¢ the word
role for any position & parson hnlds in a system (orzanization) as dee
f1ned by the expectatiens various significant persons, 1m1uding bhimstlf,
bave from that position. We shall use the term function to indicate a
-set gf interratéd expectations from a:Tole, iUs2d- i@ thess meanings,
fwﬁlle saies managers is.a-zole; developing hig salesforde ’and cusr.o:ner
'%on_act dre hls f.unc.:ians, -Fhese._theanings. ane Soggeste&iin« ;Ee ~Eegin-
‘ning only faa: -comvenignce , and -Fo-avoid iahy ‘chEuifon, ¢ Thesélard ‘Garminly

arbitrécy, .
- .{ale is :a: central conedpt in the -orgdnisation. Thenmdwidual
.:md the orgarization come  together thrﬁugl'[ the vole, ASShown m
Figure 1-the orgenization bas its own structure and goals.™ ,SimiLarly,
the 1ndividua1 has his personality and fieeds (mtivéntion) Thasa inter~
act,. and hopefully get integrated to some extent, ‘in the' tole. Pareck

. (1974) has used :ole as a contral concept ih discupsing wark motiva.tion

Figure 1 about here -

It is only through the role that the individual and the
organfzation interact with each other, This is the overlapping rcgion,



«

This concept is illustrated in Figure 2,

Tieure 2 about here

Role space and role set

As suggested by Katz and Kahn (1366) an organization can be de-
fined as a systern of roles. However, role itself is a system, From the
point of viaw of an individual, two role system are important, the
systam of various roles the individual carries and performs, and the
system of various roles of which his role is & part, and in which his
role is defined by other significant roles., The first we shall call
role space, The second is known in the literature as role set,

Each individual occupies and plays saveral roles., A person X
is a son, a father, a salesman, & member of 2 club, & member of &
vo'untary ovganization and so on. All these roles make up his role
space. In the centre of the role space is the self. As the concept »f
role 18 central to the concept of organizations, the concept of sclf is
central to the concept of role, "The term 'self' refers to the inter-
ferences the person makes about the referrent for 'I', 1t 43 a cognitive
structure and derives from past experience with other persons and with
objects. We define the self as the experience of identity arising from
a person's inter-behaving with things, body parts, and other persons"
(Sarbin and Allen, 1968, p.523), Various roles the person performs are
around the self, These roles are at various distances from the self and
from each other, These relationships defime the role space. Role
space, then, can be defined as the dynemic interrelationghip both bet-
ween the self and the various roles an individual occupies, and amongst
these roles,

The distance betwren & role and the self will indicate the
extent to which the role is integrated with the self, When w do not
enjoy a particular role, or do not get involved in it, there is distance
between the self and the role, Goffmun (1961) calls it role=dis-ance,
and so does KRuddock (1969), "When & person is not fully absorbed in
his role behaviour and allows it to be seen that this is so, we speak of



Tole~distance' (Ruddock, 1969, p.l14), However, we shall uge the word
self-role_distance to denote this, Similarly,.there my be distance
between one role anc the other role a person occupies. For exacple,
thae role of club membership may be distant from the husband role. role,

if the two roles conflict, This we shall call interrole distance or
interrole ‘conflfiect, . Role space map of an individual can, then, be.
drawn by - locating the self in the centre, and various.roles he occupies
at various distances from the self, and from each.gthar, Figure 3
presents a dizgramatic model to prepere the irole space map., The
. numbers 9 to 1 for the various circles represent distance from the
self---9 denoting the . least distance and 1 the most distance. The
varioys roles may be located in the four guadrants, to indicate distance
between them, For example, if roles A and B are both at a distance of
8 from the self, but have miximum distance from each other, thay ecan
be located in the circla rmrked 8, but one can be written in the upper
‘pert.of the circdej and the other in the lower payt. ~ Eich person can
prepare a map of his role space by locating significant roles in the
circular diagram suggested in Figure 3. Self<role ahd intervold distance
are important part of personality. Sowe psychologists define personality
as systems of action arising out of interplay of self and role (Ruddock
1969, sarbin 1963),

Figure 3 about here

Some classification systems of roles have been proposed.Banton
(1954) has proposed the concepts of basic, general and independent roles,
Basjic and general roles are related (e.g. husband is a basic role, and
working woman's husband is & general role }. The term role repertory
is used to indicate a collection of such roles, Ruddock (1969) uses the
torm roletree to indicate a branching network concept, The trunk
corresponds to the basic role, the main branches to the general roles,
the sacondary bramches to special roles, and the leaves to the transient
roles.

" The individual's role in an qrgenisation is defined by the ex=
pectations by significant roles in that orgzanization, including the
individual himsclf. The expectations from the role by the individual
himself. are termed reflexive role expectations by Kshn and Quinn (1970)
Katz and Kahn (1965)uea the term focal person for the individual who
occupies the role, and role senders for persons in the role set of the



‘indivicducl, We shall use the term role occupant for the individusl who
occupies a particular role, and other recles for all other roles in the
role set of the individual, The concept of role set was proposad by
. Merton who dafined rele set as the "compliment of role relationships
which persons have by virtue of occupying a particular social stetus"
Merton, 1957, p.369) and has been widely used in the literstvre, Role
set is the pattern ot relationship between the role being ennsidered and
cther rolas,

Ths rfole set map for an individual's rolc can also be prapared
on the came lines as suggested fer preparing a role space wap. In the
map the role of the role occupant will bte in the centre, and all other
roles can bz locatad in various points in the map., Using a circular
rodel, the rcles can be locatad in the circlés  markad S tol -- 9
ind:.cating the nearest roles to the role ocaupantis role, and 1 indicat~
ing roles at the rost distance frou his role, We shsll use the term
r_ole « role digtance to indicate the distance between the role of the
rolz ocdcupant and other roles, Lower distance indicgtes higher role
lfnk_age which can be defined as the reverse of trole-role distance.
Role linkage is an important concept in role satisfaction and role
conflict.,

Role l:ak.i.gg nd role performance

The process of role taking in the orzanisation is the procass

-of establiching identification by the. fndividual with the organigationm,
There are two aspects of role taking., Cne aspect relates to the
individual's self-concept and thz way he responds to the varicus ex=
pectaticns of other rcles from his own rola. 2 may raact very
positiviely and with great satisfaction to the expectations, and fulfil
thesc expectations to the best of hLis capability, Such a rezctive
s>proach will help the individual take the role effectively. In contran:,
anether gndividual may use the expectations he himself has from the role
bp eccupies (what Kabn and Quinn call reflexive role expectations) and
develop role behavicur in which his own expectaticns play a mejor role,
This 18 & proactive aporroach te reole perforrmance. Some authors have
contrastad these two anprcaches, calling the first as 'role taking',

and the second as 'yole raking'. The min difference is made Ly the
use of ones own expeetations in defining the role end deterrining ones
owvn role behevicur,

The other espect of role taking is ccncerped with the identi=
ficstion of the self with the role. 1II the role is so differcnt from
the caelf, that the expectations conflict with the self=-concept, it may



result in what we have called self-role distance., This aspect of role
taking may be called r01§ acceptance .- Bven when there 18 no evident
self-role distance, the degrees of role acceptance my be low or high,
Sarbin and Allen (1968) Have proposazd ‘seveh lev:ls of intansity of
role taking, defining thig in terms of how ruch the individual is
able to get into the role, These range from casual roles to the

:mergence of. a mribund p@’r‘son.

Katz and Kahn (1966) have proposed Lh‘. concapt of role apisode
z0 explain the process of role taking. Role taking imwolves both
role=sending (by occupants of other roles) and role~receiving (by the
role occupant) ., The role occupant and the other roles (rcle senders)
constantly interact and the process of rol: send:ng and role recaiving
influence the role behaviour of the individual. The role senders have
expectations on the basis of their perception of the role occupent's
e haviour. The role occupant acts on the basis of his perception of . .
the role being sent to hin. Jowever, his role bchaviour influences the
expectations of the role senders. .Thus, role episode has' a feedback
Ioop, Kitz and Kahn have elaborated this concept to include interaction
between role senders and the role occupants, as well as interpersonal.
and personality factors, Their model app=zars in Figure 4 LTE.

Figure 4 about here

The Nature of Role Stress

In the role behaviour of an individual sevaral variables ars '

imwclved = the self, the other roles (role senders), the expectations -

by the other rgles, expectatior by the self, rrles undertaken &nd per-

forred by the individual, It is extrepely difficult to imagine "
situations in which there is no conflict amongst thesc variables, The
vaory mature of the role has bujlt-in potential for ccnfiict and stress.

So conflict is a nmatural variable in rolc- per fermanca, Conflict and
stress need not necess rily be negative in their effects on the individual

and the organizaticn., Some arcunt of stress is necessary for the effective

working of an individual and the organization, ' It is not the oresence or
abscnce of stress that rakes the individual or orgamization effective or
ineffective, tut it is the way in which this stress is managed which is

a crueial fector for individual and orpganizational zffzctiveness,



The concept of stress has been pepular in psychelszy, “Saveral -
tarcs have been used which are synonymous with or sipilar in peaning
as stress, ‘There are four common:terms used if the 1iterature: stress,
strain; conflict, and pressure. .Lazarus (1'966) hdg defined gtrasc as. any
force directed at an sobject.:Selye (195691has-féférfed to. the sdutce
of suchpsp:ess Qr déneging stifmii as stressors}’and the rasctions of
the oruanisns as Strésgy ':Eahnuandﬂﬁuinn (1970) hava p;oposed a resjonse=._
inferred.defipition of 'stress as.Man extreme or nox1ous,stinu1us which
generally results in eertain physiological change, behAViouraI change,"
pirceptual cognitive change, affictive change dnd in.both ov.rt and
intrapsychic coping efforts", Role conflict has been defined in terms of
conflicting expcctations. The main characteristic of conflict is-the’ 1n-
compatibility of some ,variables relating to the role of an individuyal,
which ray heve soce consequences for the. individualis role performange.
The word st:ain has jbeen used in the litarature to demote the eff ecq of
stress. on.the individual .-.The woxd pteﬂsurt ‘has also been used. Buek
(1972) defxnes job nressure -2 "the resultant, psychological, state of o
the indtvidual whan he perceives that (1) conflicting forces and i
cerpatibility conmitrents. are belnb made upon him in connection with his’
work; (2) at least one of the .forcas of derands is an 1nduced one' and
3) the forces are recurrent or stable over time." Sevaral studies have
shown. that role. stress or pressure is very bad for the mental and phyd}Cal
health. The physical health hazards of the role have been discussed hy

Saies ‘.1969) L] - . . . R .' _» "

S Although distinction is made anongst related concapts 1ike conp '
flict, stress, strain, and pressure, it my be useful to use these ’
interchangeably in order to understand the incoupatibility of cartain
role=related variables, their effects on the individual's behaviour ‘dnd
the efforts he makes in dealing with tham., 1In this paper we are not
therefore, making distinction amongst these related terms , :

. Several systems of classifications have been used to -discuss
role conflict and stress. Kahn and Quinn -(1970)_have classified role
'stress under tliree mein headings: expectation gunerated stress, in which
they include role ambiguity and role conflict; cxpectatiom=resoutrce’
discrepancies, in which they include role overload, responsibility=
autherity dilemma, and inadequate technizal information' and role and
personality, We find it pore functional to use the two rain, role
constellauions as areas nf conflict and stress.



Role=-snace conflicts and stress

The pain ficlds in which role is significant to’ the individual
are the role snace and the role szt., Role spece (this dynardic ree

lationship amongst varicus rolas the indivicual occupiés ané his salf)
!S!" .ﬁPmliln§§§+ﬁﬁ%§!l pelf, SRF £-46 LRGL questien, and othew
roles he occupiles. Any conflicts within tais figld are referred to

"as role-space conflists, Jhesc conflicts :ry ... the following:

1, Self-role distance: 1o Lave alres”y ~iscussed thié as the con=
flict between tho s.lf-concest amd the expe:iitions fr~m the role as
_nerceived by tha rcle occupent., If a perscrn nccupies & rol: waich he
may subsequently find is conflicting with hic self-concept, he feels
the stress, For ei:mpley, a nsually intrevert person, who is fond of
studying and writing, may have self-role distamce if hc acccpts the
role of saleswan in an organization, and comes te realise that the
expectations frem the role weould include his mecting people and being
social. Such conflicts are fairly couwron, although thase may not be eo
severe.

2, Intra-role conflict: Since the individual learns to develop
expactations as & result of his socialisation and identificati~n with
significant others, it is quite likely that he sees sore incompatibility
‘between two expectations (functions) from his own role, For example,

a professor ray see incorpatibility between the expectations of teaching
students and that of doing research. Thess inherently may not be
conflicting, but the individual may perceive these as incompatible,

3. Role growth stress: As the individuwal grows phyéically, he
also grows in.the role he occupies in an orgamization, With the
advancement cf the individual, his .role changes, and with this change

- in role, the meed for his taking his new role become crucial., This is
the probler of role growth, This becomes an acuta probler especially
when an individual has occupied a role for a long time, and he enters
another role in which he may feecl less seacure. Howevzr, the derand of
the new role is for the individual to outgrow his previous role and
occupy the new role effectively. This produces some strass in the
individuzl. 1In organizations that are fast expanding, and which do
not have systemmetic strategy of tenpower development, manzgers zre
li¥ely to experience thie gtress when promot:d to higher positions.

4, Inter-role conflict: The individual occupies more than one role,
There mey be conflicts between two roles he occupies, For exatple, an
executive often f..ces the conflict between his organizstional role as




an executive and his familial role as the husband and the father., The
demands from his wife .and children to share his time mey be incompatible
with the organizational demands on him for spending a lot of time on
orgahizational problems. Such inter-role conflicts are quite frequent
in modern society when the individual is increasingly occupying rutéiple
roles in veriocus organizations and groups.

Role set conflicts

;The other field which is important for the individual's role is
his role set which consists of important persons who have diffcerent
exnectations from the role he occupies. T:e conflicts which arise as a
result of inenrpatibility amongst these e.»cctations, by significant
othér roles and by the individual himself, are referred to as rcle set
cnuflicts, These conglictsfgra as follgws:

1, Role arbiguity: When the individual is not-cléar about the:
various exvectations people have from his role, he faces the conflict.
which may be called role ambiguity, Role-ambiguity may be due to =~
lack of informaticn cvailable to the role occupant,.or due to-lack
of understanding of the cues availablc to him; Kahn and Guimn (1970Q)
have suggested that role ambiguity may be in relation to ths activities,
responsibilities, personal style and norms. They have suggastad three
loci of rcle ambiguity: the expectations role sénders hold for -the
Yole occupant, the expectations sent by the role sender to the role
occunant, and the expectations the role occu-ant receives and inter-
prets in the light of nrior information and experience, They have
suggested thct four different kinds of roles are likely to experience
apbiguity: roles new to the organization, roles in expanding or contract-
'ing organizations, role in organizaticns oxposed to frequent changes in
demand, and roles on process., Rele awmbiguity may result in various
other conflicts,

2. Role overload: When the role oeccupant feels that there are
too magy expectations from the significant roles in his role sct, he
experiences role overload, This term has been popularised by Kahn et al
(1964), Tiey measured this stress by usking questions about -the feelings
of people whether they could possibly finish work given to them during
a mdified werk dey and they whether they felt that the amount of work
they did rdght interfere with how well it wzs done, Most of the executive
role occupants experiance rels overload, Xahn and Quinn (1970) have
suggested scre conditicns ug@ef vhich rele overioad is likely to occur.




According to them icle overload is likely te occur more in the abgence
of mechanisc of Lnl Jintegratinmj in the abecnze of power of role
occupants, in the large varioticns in the expected output end when
dalegatxon or wssistunts cannot procure rnre tie,

3. Role=rcla distarnce: In a. role sec, the role OCCLﬁunt may
. feel that ciurtuin roles . ars psychologmahy newr to hip, while some
other roles aiz ot a distance., The sain eritgrion of, rolo-roie ’
distance is fracuency and ease of intersctionm, * Whes. 11nkags
"strong, .the re Te-role. _distancé will ke low. 1In the absence . stron,g_
iinkcges; the rale- role distanc¥ may bte high. The rolé-role distance
can, tharcfore, be ‘wasured in terps of existing and desired linkages.
The gap betwe;r the desired and the existing linkages will indicate
.the amcunt of distance between the two roles

. 4, Role erosién: A role occumant ray feel that som functions
which he would like to perform are being pericrmed by sore other role,
The strzss felt ray be called role erosion. Role erosion is the
subjective feeling of an individual that some important role expect=
ations he has from his role-are not shared by other roles in his role
set. Role erosion is likely to be experienced in an organization which
is Tredefining its role and crecating new rcles. In several organiza-
tions ,which were redefining their structure, the stress of role erosion
was inevitably felt, In one organizaticn, one role was abtolished and
two roles were created to cater to the executive and planning needs.
This led to a great stress in the role occupante of both roles who

experienced role erosion, and felt that their roles had become less
1mporCant compared to the older role,

Some factcrs associated with role stress have bean identified
in some research studies, Snock (1966) has reported that the larger
the role set of a role cccupant, the greater the strain he is likely
to experience. Age (younger), experience (less) and size (medium)
of the departrent hzve been found to be significently associated with
role strain (Richardson, 1973) . Lack of empathy and creation of new

‘roles are two irnportant factors contributing to role stress, However,
rcle variety, i.e. nucber of completely dissircilar occupational
c2tegories in the organization, has been found to be asscciated with
the ability to cope with uncertainty (Tyler, 1973). Role variety
(Tyler has developed & coefficient of specialisaticn to measure it)
and role snecificity (Danet, 1972} have been found to be two important
‘factors praventing role stress. But the fact remins that the various
forms of role stress, as discusced in this paper, crzate problems for
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the individual and the organization. However, as we have alrecady said,
Inot it is/the presence of these stresses that my affect the working of
the organization, but it is the way in which these stresses arz meneged.
The coping behaviour of the individual and the organization is important
in this respect.

Coping with Role Stress

When an individual and an organization experiencs rol: stress,
they adopt some ways of coping with the stress. ITndividuals and the
organizations cannot remein in a contimuous state of tension., Even if
a deliberate and conscious strategy is not taken to deal with the stress,
sope strategy is acdopted; for example this strat-gy ray be to leave the
eonflict and stress to take care of themselves, Even this is a strategy,
although the individual cr the orgsnization may not be awara of this. It
is useful for the individuals and the organizations tc examine what
strategy they are using to cope with the stress. If no coping strategy
is adopted, it may lead to lack of effectiveness. Hall (1972) has re-
ported thac coping (as opposed to noncoping) itself is related to
satisfaction. He found coping itself being important rather than a
particular ccping strategy. ) ’ :

Kahn and Quinn (1570) have suggested distinction in cooing
strategies in terms cf whether the coping is directed at "the 'erfviten=
mental stressors" or "the resultant affect it elicits in the roie

- oceupant', For the former, they have cited Jahoda (1958) who has
distinguished between 'passive'" adaptaticn (changes in the self or
one's behavicur), and “envircnmental mastery" (active atterpts to thange
the envircnment, As for the latter, i.e. coping with the resultant
effect of stress, like anger, dissatisfaction, guilt, tension etec.,
the strategies could take the form of ego-defensive rechanisms (ration-
alisation, nrojection, displacement ete.), or artistic redefinition of
the situatisn (understanding the power of the othérirole, denying
responsibility, minirising the sericusness of the situ&ticn ate,) |

There are various ways of looking at coping strategieo. However,
we can broedly classify these into two kinds, 3ome stratevies are used
to avoid the stress, in the hepe that time will take cars of the stress.
These my be callec avoidance strategies. Such a strategy does not
contribute to probler solving and, therefore, is dysfuncticnal, tost of
avoldance strategias would use defensive beh wicur and reducs tension
withcut resclving the problem. Using the term suggested by Golembiewski
{1972), these ray .lso be called as dzgenerzting strategles, since they
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lead to lack. of effactiveness Poth on the —art of the individuzal and
the organizetion. The other szt of stratsgiles use confrontation as
the main approach,” iInmstead of avoiding Drvu]_LS, these strategls -
nelp the individua! =nd the crganization f.cc e problen and work out
a solution for it., Tacse strategies are JJT‘“; 1, ag tley comtribute
to the solution of vl roilevs. Tn Foloenbiewski's language, tiley my'
also be called rogenerczting strat.giis, since they help the-individual
and the organization b.come  more functizral and increase their sclf-
renewing copacities. Cne bDasic differemce hetwoen the two sets of
stratunies is that confrontation stivatagies’ imply the fols occupantt!s
“belief t he, alenz with ~thcrs, con influence tha gituation, while
cne use an aveoidence strateyy belinves th.t ac is not eapable of
tnfluencing the situsticn, erﬂitl and Heisler (1972} have shown that
the greater the belicf in ome's ability to influence the environment,

the lower is the resorted job strzin.

. Based on this broad classificaticn of strategies into two
kinds, we can think of the two ways in which any role conflict cr role
stress is managed, Figure 5 summarises the two mein ways of mincging

different conflicts discussed ezriier.

Figure 5 about here

Role stress is certainly related to perscnality characteristics
of the role cccupant, and the properties of the group to which he belomgs.
Rahn and Qyinn (1970) have summarised some of the f£indings in this regard.
Adccording to Franch (1968) stress is higher in low cohesive groups.
French quotes a study by Kahn showing that the effect of role conflict
on joberelated tension occur almost entirely for people who cre flexible,
However, in the rigid people, those who had strong role conflict were
found to cut off communication with associates. Introverts showed low

trust under role stress.

Role space conflicts

1, Self-role distance: When the stress ‘n the form of self-role
distance is experiencad, the individual may denl with the stress in two
Ways., In the extreme form, the individual ray choose either his self-
concept, and in turn reject the role, or he may cheose his rolz, and
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in turn reject his self., Many individuals'who find a coaflict between
their seif-concept and the roles they occupy in an orggrizthon, Ay
simply play that role in 2 routine way to carn their living, They take
no interest in their role, and this is indicative of self=rols distgnce.
They have rejected the role. ©On the other hand, some othet individuals
oAy seri~usly occupy their roles ‘and in due ccurse of ‘tire, comjletcly
forget their s&1f-concept and play that role effectively, but reject.
their self. One important personmality char cteristic that miy inflience
the decigion’of th: individual to reject the self or the recle is imrer
or other directedness; Dunnain (1972) bas rescrted that sélf-orienmted
individuals, deal with incompatibility by bein; consistent with their
needs while other-directed individuals manage it by being consistehnt’

with ‘prevailing socially induced “forces. Both the se apnroaches are
dysfunct+onal, If an individual rejects the rola he is likely to be
ineffective in ‘the organiz&tion.f waever, if he rejects the self, he is
l1ikely to''logse his. Effect:l.vu‘lea’t dt an :Lndwidual a.nd it 13 likely to
be bad for his, r.nnta‘l. haa.l!:h ¥ _

A functicnal strategy of dealing with tiis stress.is to attempt
role integration, The individual rey nalyse the various'aspects of
the roles which ere causing s;lf-role distence and ray begin to acquire
skills if these may help hiw to bridge this gap, or- carry ! tis own self
into ‘the role by deéfining some aspects of the role according tg his own
skflls. In other worde, an atteopt both to grow inte the role and :ake
the :013 grow to use the special capabilities of the person would rasult
1n.é6ta integration, where the individual“gets thé satisfaction of occupy-
ing - a role which ‘ts” neirer to—his self-concept’; Such an.integration is
not easy to achieve, tut with systezntic effort, it is also hot very
difficult to attain.t SR R B

2. Intra-role conflict: Tntra-role conflict is both a role-space

and a role-set conflict. when the various expectations froo the role -

one occupies conflict with oné another, rolz gtress may develop..'ohé’way
to desl with this stress is to elininaté those expéctations from the:role
which ar< - lively to conflict with other expectations, This is the’ process
of, role 'shrinkage. Role shrinkage 1s the act of pruning the role in suwch
a way that some expectaticns canm be given up. Role shr~nkage nay he¥p
evoid the pro“lep but 1t is dystnctional a3proach since the advantage
of a larger role is lost. Instead of rolé shrinkage, if Tole linkages
arc established with othc? rolss, and the probler is solved by devising
sone new ways of achiev: ng tl' cznflicting e:ﬁecta.1o's, the iZndividual-
can experienca-both the brdcess of growth as well ds satisfeetion, If,

for example, & professor who is cxperiencing ~-nf lict between three
axpectations from his .ole, thut of teaching rtudents, dsing research
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3. Role growth stress: When 11'|cl1v1':11.1a1Q get into new roles as a
result of their advancerent in the organization, or as a resplt, of taking
over. morg: challsnging roles, there may be & ‘eeilnc gf'asor eqs1on ber ..
cause the:role. is mew and pay” requirﬁ“ skil*s Wthh the rolcé occﬁpant;. Ay
not: bave. Iy such a- situatien a~ usual way 1.5 to contuue to play che

jf'xi *01 fbﬂo"l $5=¢*~

thas ;aven. after udvuncerent peopic at ‘the top continie to :lay the . tole
of: the laver level managers. A-foremer, for exadple, 1n die course may
becoge General ‘lamager, and still-he may continue to play the role of
the - foreman with consequent frustrations to the new forencn ‘and to others
who expeet him to,.davote his time to mora - productive aspects._AIn one 5
organizati-n, after several self-search sessions, it bécamé clear to. nany
persons at the senior ranzgenent level that their tendency to. have. close
supetvision was really-a tendency to Contimpe.to play their orl:d roles,
This {s,especially so if the 1ndtvidua1 role requires more new skills
which have ta. be developed, For. example, plar-ing roles and the role

of scanning the. emvironment require altogether new. skills, ,In the absence
of- such skills, the ususl tendency is to fall back on the old tried out
roles w;This is rol; fixation.

T As it is. n~casSarj for an ih&ividuai to_grow out of his tole ‘as a
boy into. that of .an ado lescedit, and out of adolsscenCe 1nto—ﬂdu1tbood, -
51m§Lavly, it is important-for - peeple Eo grow out of; the1r old roles into
new ;enes:and ‘face up the’ challénge. A wre functionzl way to resqjve this
conflifet .45 that-of Tole transition, Role“transition” Is the 5Tocess .by., .
which 4. previousrold, howscever Successful’ and satisfylng it ‘may. have, .
beeny:46igiven up ta take:a new &nd more’ dgveloped'role. Thé word role
trangition has been Borrowed frowm Burr (1972). Burr has suggested that
role transition is helped by various processes, including anticipatory
socidlization, role clarity, substituie gratification, and trznsiticn
procedure, - In order to make role transition more effective, it is
necesgsary to have anticipatory 'so¢ializzticn, i.e. preparaticr for

the taking of the new role.; This would also include delegation of
responsibility and functions to people below ones own role, so that the

E



;Jaeraon can be free to .._xperlr.cnt and he can take halp in such experi=
rentation frown others. Such & procoss of ralc b;:ns txov ray be very
useful, . o oo

4, mter-role co nflint The individial vy expéricnce striss
due . to conflict Ftwe.i ctwo roles he secupics, -nd wkiecn eoanflict in
expect—\tions._ The usu i-asur ch to . deal w' b this prodblen is either .
to partition ths roles cle'rly, so thut a-scrscn 1§ 2 husbend or father
‘wiien he {3 4t heig), avé i oxecut've whenrhe 1is in.his offica, or there
my be ragls el“-ln._*-mz: i.&. - ccevting oné rolt ot the cost of trte other
role,  In such u case, the indivizisl takes recourse to ratizpalisction,
"For exarple, en executive w o n‘.g‘_e:ts his £ irily at home and who in
this process élimim-.C. 8 nis rolc of father aid of husband, rationalises
" the proc.ss by thinking thst he rekes & unique eontribution to the
ccrpany and, therefore, can afford tc neglect his family, or he earms
~encugh for his fanily who shculd pay the pric: of losing hin as a
‘ “husband znd as & father, Such rationalizetions ere part of the process
role elimination, Hall (1972) has used the words pertitioning and
eliminating in the sixteen gpecific. behavioural strategies he haé identi-
fied in’dealing with role conflicts. He suggests that these strategies
‘are’ ‘dysfunctional becquse they only-avoid the preblem, a.nd do not help
individua.ls confront .and resolve the issues,

A more. functioml appraach to the problem is role negotiation.
Role negotiatiqn has been developed as a technique of dealing with various
problems of Tole.conflict by Harrison (1971). Theiprocess of role .
Hegotiation 1s tke, process ‘of establishing mutuality of roles and ‘getting.
necegsary help to play the roles more effectively, and giving help in
turn to the other role. For example, an executive who is not able to
“find time for his fa.mily, may sit down.and negotiate with his wife and
children on how best he can soend tire meandngfully within the ‘gtven-
constraints., One executive in the’ largest mationalised benk in India
solved the problewm by discussing witb his facily end working Qut’ am .
arrangement whereby he would give entire Sundays to his- femily and would
not normlly accest invitations to dine out. unless both the yife ‘and
husbanﬂ were imwited. This negotiation was highly satisfying because
neither ‘of rol.-.s ‘had to be gacrifised and eliminated. .. L

Role se !: c°nf:11ct

In this area four conflicts haye already been :ldent:ified The
var ious coPing strategies are discussed for each. :

. Role amb;guitzz When the role is acbiguous pacauss or
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lack of communication, or because of ap between role sending and role
receiving, t:c usuel aporoach is to .wke ‘the roles clear by putting
various things on paper., This is rolc presc=intion. The various
2xXpectaticns arc defined rore clearly. Or, tic individual £ay Tetove
ambiguity by fitting into tiz role «s described in some expectations,
This is the process of vole fating, A wore functional azyroach tay be
to seek clearification from varjous sources and to define tha rofe in
the light of such clevificaticns, Ir ~ontrdst =ith role takiﬁg,“a more
ere.tive way is to de-in2 the role ccco:irding £ cnes own strength and to
take zore steps in retiry the r-le mors challeuging, This i~ the process
of rola r=¥ing.

2. Rolc arerloas: To dqal with the problem of role overload, i.e,
a feeling of tuo cany expectations from sev-ral sources, the role
occupant usually prepscraes a list of all functions in terms of psicrities,
He gives top priority to those funcrions which are important. This kind
of prioritization may help put things in order of importsnce, [owever,
the .roblem may be that the functions with which a person is less
familicr and comfortable may tend to be pushed lower down the priority
list, and may be neglected., Those functions wihich a person Able to
perform withcut any effort get top priority, Those which are in the
.lower level of priority always remin neglected, and in this sense,
‘this anproach may be dysfuncti~ral. A more functional approach may be
to redefine the role and see which aspects of the role may be delegated
to other perscns who may be helped to develop take on these functions,
This r:ay help the other individuals also to grow. This may be called
role sliming. The role does not lose its vitality in the process of
delegating some functions; in fact the vitality increases with the
decreasc in obesity.

3. Role~role distance: When there is temsion between two rcles
in an organizaticn, the distance between these roles is likely to be
- large, The linkage in such a2 case will be weak, The usual tendency
in such a stress sftuation is for each role occupant to play the rcle
most efficiently, ‘and avecid interactions, The role occupant conflicts
himself to his own role., This may be called role boundnees.,* He
voluntarily agrees to be brund by the role, 1In several organizations
we find individual executives and managers whc aere highly efficient in
their own roles but who do not take corporate responsibility and whose
linkages with other roles are very weak., The individual withdraws 1in

* The term role boundness was suggested and has boen used by
Professor Pulin Garg.
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kind of isolation of eff c’oncy. HKe zets sctisfaction sut of playing
the individual role ef~ ctively and efficiently, but dces mot contrie
bute as ruch o5 he could have done to the overall resncnsibility for
the organization, This is likely to bo dysfunctional as it c{ces not
help the individual 2lay hie role in the larcer interest of tPe orga=
nigation., & bot!.r pathod of 2:--ro ¢h 1s rolz asgotiation, IHorrigon
(1971} hcs described in detail the nrocess of rola negotiation which

car be used for resolving such ccnfliiet,

’ 4, Role crrsiont Uhen an individual feels that some important
functions which lie weuld prefer to perform are lteing perf-ried by
scre other roles, there is 2 fecling of role erosion, The usual reaction
in such a situation 18 tro fight for rights of the role, and tc insist
on clerification of roles, The soluticn is to make structuxsl clari-
ficaticns, However, this is mot ;likely to be funetional and helpful,
since the basic ccnfliet contdnugs.: A better 2pproech my be that of
role enrichment,. Lika job. énrichuént, ¥he:tongapt role erxichrent is
the concept of vertical loading of the role. Cumings and Elgalmic
(1970) have proposed the idea of role diversity., According to them
role st diversity is measured in terms of the rumber of roles with which
the rola occupant teintaibs work relationships. They have resorted that
highly diversified role set provides the executive with varted source
of stimulatfon, apd, therefore, leads to managerial satisfaction. They
found thet this vuariable contributed more to satisfaction than the
c'mpany siga or sub unit size, The concept of role diversity 18 similar
to the.c~neept of role enrichment, Role enrichment can be dome by
,/abalysing the role systematically, and helping the individual to see
the various strengths in that role and the various challenges which the
role contains but which might not have been ajparent to the individual
when he occupies it, Signiffcant role members can help make the role
more challenging and satisfying to the rcle occupant.

'The various coping strategies outlined above meke it clear that
confrontaticn strategles are more functional and contribute to regenerat-
ing procass. However, in order to use these strategies it would be
necessary to worl ~ut systematic ways of inplerenting these strategies,
A method evolved tc do this and tested in several organis:ztions in
India is iriefly centioned in the next section,



How Inter~Role Exploration Works

Inter-Role Exploratizn (IRE) is used for strengthening various
roles in an organization, thrcugh a joimt effort on the part of these
roles. IRE is used for role set conflicts. Occupants of all the roles
in & role sat porticipate in IRE, .

The rein focus of IRE 15 on devaloping confrontation end function
al coping strategies for varfous kindsof rcle stress. - There are verious
dimensions of inter-role inmteraction that are significant fm'ti:ds '
connectfon, IRE is not only a tachnique of stress coping, but 13 an
approach, a -~hilosophy of working in an organization, The fcllow!ng
dipensions cre particularly relevant for IRE. Eha

(a) Muytuality versug exclusiveness: IRE atterpts to build
mtuality amongst the rcoles. Help giving and help receiving is possible
cnly in a relationsaip of rutuality, Davidson and Kelley (1673) have
renorted social effect on stress rzduction. Mutuwality is a funcc_ion ‘
of trust and perception of the importance and power of the oth:r role
as well as of ~ne's cwn role. Tuis is shown in figure 6, 1If a rcle
occupant perc:ives his own role, or the other role to lack power,
other kinds of relationship may develop between the two roles,

Figure 6 about hera

(b) Creativity versus gcnformity: IRE attempts to stirulate

persons in an organization to search new solutions for the problems
they face in working together. The emphasis is on attempting alter-
native ways of solving a problen, IRE deemphasises the use of
traditional methods of problem solving, if these methods have not
proved tc be efficacious. Creativity can be achieved by locking at
the prcblem fron different angles, and IRE stresses this, Creativity.
is relat:c to internal locus of control, Gemnill and Heisler (2972)
h:ve reported that the greater the telief in one's ability to influence
the environment, the lower is the reported job strainm,

(c) Confrontation versus gvridancet The min philosophy under-
lying IRE is that pr-blems can be solved if they are br-ught to the sure
f2ce and a ccngcious atterpt is made to search a soluticn, Ipstaad of




avoiding the problems either by not looking at them or by werking cn
non-issues in the crgardzation, IRE attempts to help the virious role
occupants confront their problems they face in order to-find a sclution
for them., According to this approach, confrontation of problems is
necessary to reach a lasting solution,

D I o

(d). tion-¥ : stagioh of r ad' de solutions: IRE
atteppts to help people evolve & sotutfon-rather than expect any such
solution freo experts or from persoms in the organ:l.zatinn. The usual
tendency 1s to look for a readymade solution which tay reli'*ve the
tension, especially if it is suggested and prescr: bed by an authority
figure like an expert or top menagement. Tuc: underlying philosophy of
IRE is that such a sclutinn may nct be cffective in sclving a problenm,
Effective aoluﬁ‘ions czn core abcut only thr-ugh exploration rsther
than acceptance of an ideal scluticn. Exploration would mcan a joint.
effort at understanding the »roblem and weighing the alternate sclutions
to that nroblem.

. IRE, as an intervention, uses a structured apnroaech with process
orientation, Althnugh the various steps invalved in IRE are aimed at
generating data using structured exercises, the work on these data :
imolves group worl, and the sclutions can be achieved only through
process~oriented work on the problems br.ugnt to surface by the dsta
generated in the structured exercises., By using the structured exer=
cises, the usual thrcat which process work produces is produced, but:.
confrontation of the problems and issues of interrole relationships are
brought up during the discussion in which process interventions by com
sultant become important.

IS

The follow:lng step« are’ 1nvolv'=d in a typica], wnrking of IRE
Lab,2-

1, €oncept session

The Lab usually starts with explanation.of the -badie concepts of
the role and related eoncepts as cutlined in the previous secticns of
this paper. 1t {s useful to meke these ccncepts clear so that comron”
language is usad by the participants, This is not a long theoret:ical.
session, -but a short session tc explain the basic concepts, These
concepts‘are further explained as and when these are 1nvolved in the
programme later, '



20

2. Role set: .mapping

-ﬂ._.-‘ : r;'f":

_ ‘The ,;pnticipahts are requested to, prepare, orgapizationel. -

’ toles set maps..:The ‘format ‘usad" £s' ‘gven in Figure 7. - The concept
hgs .already- been explained earlier, "Each’ participant prapzares: & :map
of his cwn role set, He plots the various Ather roles at estimated

- psychological distances frcm the role of thg _role accupant, The

. distance is estimdited by ‘the- rélé dccupant ‘on thebgsis of bath .thé
“frequency of interaction and his £eelizg cloge tor the ~role,

market mg, product:ion er.e ). Role oecupemts in each gmup ji;:t.'é;p&\.ra
r:hree sets aof, images :- self image ‘of the zroup’ eyl mrketzng). image
5 the othsr | group (e.g, production), and their guess about how the
other group perceives thez. The images are prepared using .short
adjectival expressions. . Againstieach”iimge ard’ mentiched the indie
cators of that image. ;For:6example,- intthe sophisticated eng;qeeri.ng
company the self . image..ef production paople wés: that they were treated
as ‘less “ifportant,. The -indicators:they wroté "down ifictuded: not .being
invited td policy meet:inss, names - of production- mnagcrs Iinked to=
f-ether at the end "of the miling list of circulars.

&4, Role’ Ij.pknge

Each participant prepares a picture about-the roje-rosc
distance and existing linkage in his role set, The form used for this
purposs, is given {n Figure 8. He writes all- ‘the- significant ather roles
o in ‘the first ‘colum, and against ezch rcle indice.ces the existing:
linkr..ge and the desired linkage with th.t role.. Last column gives. the
role-role distance, or role seclusion. Seclusion scores more than 3 in
last cclumn are tuken up for discussion, Then the role occupants sit

together and discuss why this. secluﬂan ex:'.sts. S .



5., Enle expectation cunflicts

In orcer to get mere data con conllicts due to role expectattions
and rele overioac, each particirmant fills out the fornm given jin Figure
9. in the first c.lumn arc listed a2ll the functions »f the role in
terms of boivi-~uw o pectzd by any ~ther r-le <Y the self, 1In the
next c.lurm is net. 7 the role condors frr L. exnected functicn, In
the next cclurn, thc desrec of congruenc: or conflict 1s noted, This
is dene on o i0=:-int sexle from +5 ©o =55 conflict amongd expecta-
tions being indicn:ed by pinus figures, Last cclumn gives both role
overload as w2ll oz scelf-role distzaoee., 11 the functicns which have
less than 4 score in the last eclurn arc taken up for further w-rk,
Zach nerscn prepares the Jctoils <f requircments for cffective per-
formanes wnd source of heln he would like tc use for increasing his
affactiveness as @« part of role megetiati-n cxercise.

S

. W
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Figure 9 abrut hzre

6. Role erosion

The exercises cn role erosion are élaborate ones, and the
forms used for getting data and working on these appeer in Figurec 10. .

Figure 10 about here

As may be szen freom Figure 1C, two forms are filled cut by
the participants. Form B sumrarises the data from Form A, and gives
data ab ut rocl:z corpatibility (and satisfaction}, role erosicn, and .
functiomal vzcuun, ¥%hen the functions for wiich 2 role occupant hes
high preference for performance, are being perfcrmed frequently
bty another role occupant, there is a feeling of rol. ercsirn,
However, 1f these are not performed, or arc perfirmed less fraguently,
by another role, there is role enrpatibility and satisfacti-n of one
kind, Similzrly, if some functions for which a role occupent hae
low preferemnce are perforred by another rcle cecupant rore frequently,
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there is rcle coupatibiiity leading to satisfaction, But if these
functions (nct pr:ferred by the role occupant) are also not per=
formed by arn-ther rcle occupant, there ray be either what my be

. termed as functicnal vacuum (no one attending to the functions), or
these functions may nct be very important in the organization.
This concept is suimzrised in Figure 11,

Figure 11 about here

As 1is indicated in Form 3 in Figure 1C,- only the dutr from
cclumns 3 and &4 are taken up for discussion and working. The data
can be sucmarised for esch other~role, using Figure 11, and the
functions listed in the érosi~n and vacuun ereas, During the
discussinn it 1y bacome clear how certain functirns ar= nisinter-
preted, or hcw the importance of some nther functions is not properly
perceivad, ’

7. Analysis of orzanisational climete ~—-

As the individual use some strategy tc cope with the role,
stress, so do the organisaticns. An organisation both uses and promotes
scoe coping strategies., It is useful to l-<k ot these strategics and
talk ab-ut these, FTartic‘pants first wiyrk in stall groups . (of 3 cor 4)
to discuss which strategies (outline above) is generally used and
proroted by che organisation, The grnups are efhecuraged to collect
a number of incidents indicating the use of the stratcgies identifiled.
They report in the.larger group, and the grnup then discusges and
reaches some consensus. Again scall groups are formed tc discuss
ways and reans thot they can adopt at_their cwn level to help develop
ncr2 functicnal coping strategies at the organdsational level, and
they work out collaborative arrangecent for this purpose,

8. Role negotiation

Role megotiatiocn steps as cutlined by Harriscn (1671} are
used to work cut mtuality of reslaticnship,
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Figure 1

Role as the Integrating Zoint of the Organisation and -
the Individual ’

[Creanisation —iStructure —‘ Goals

E

e T Lo o Rale J

Individual Perscnality Needs

Figure 2

Role as the Interacting Region in the Space of the
Organisation and the Individual
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Figure 3 : A Model of the tole episode
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Figure 4: Rcle Space Map
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wO_TYPES OF CCFINS STRA.EGIES
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Confrontation,
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nerating Strategies

Role Integrztion
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Role Negotiation
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Figure 7

Organisational Kole Set.:Map

Your tole . Name <

In the centre of the figure given on this sheet, write your own
role in your organlsation, Write other rclas with which ysu tnter- -~
act. This s-eet will represent your role set. ZPlace the other roles
at a distance -you think they stand frow your role,-and from each
other., Use a sector in the diagram (4, B, C otc,) to indicate

the department. ,7.u can use as many sector spaces ds you .need, You
can sub-divide the sector spaces to include more depdartments, if
necessary, . .. 7
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Step 1

Step 2

Sceg 3

Step 4

Step 5

Figure 10

R{1E EROSICM EXERZISE

On Form A list all the functions you perform and
you would like tn perform in ycur role, List
ther in the form verbs (e.g., to coordinate.....)

Go thrcugh the 1list and rank in cclum 2,
for eacu function, your priference for performing
that functisn on 2 5=point scale: T would rean
ymu W ve & very high preferemce; 5 wculd mean you
have a very low preference,

3 - - .
Go th¥-u-h the list again, amd’ indicute in coluan 3
end 4 for ecch function, on a 5-point scale, whether

" “this function is performed by any other role, and

now frequently., I would mean that no othar role

per forms this function, or performs very infrequently;
5 would rean that some other role performs this
funetion very frequently. Write in columm 3 the
names of the other-roles against each functicn and
give the rating of performgnce (1 to 5) in ecclumn 4,
Fill out column 5 by substracting figures in column 2
from those in column 4 ( cclumn 4 minus column 2)

Complete Form B by writing all the other roles from
your rcle=set in cclumn I, and -ceompleting columns 2, 3
and 4 frou column 5 of sheet A for cach othererole
1isted in colum 1.

Form A

Your Role . Name A

2 3 S 4 -

Functicns

----------

Preference Cther role Frequency Column &4
ranking perforning rating of ninus
the func- perfecrmance ¢~jurm 2

Cont'd
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Form B
Y-ur Role Name
1 2 3 4
Other role Frequency of Os Frequency of .2, Frequency of
and 1ls (Satis~ .3, .4 (Vacuum 2, 43,
faction and and unimporcant +4 (Erosion)
Cocpatibility) functinns)
1
2
n
Figure 11
‘Role compatibility, Role Erosion, and Funetional Vacuum
as a Function of Preference for Functions and the Frequency
of their Perforrance by Other-Roles
Preferrc¢ Functirns (Own Role)
High Low
2 Erosion Area A
Frequent . o2
. &
Performed - . e p
tions b
Functions by cfg fg
Other Role . 3 439 :
Inftdquent Vacuum Area/irea

of insignificance
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