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Role grientation And Aole Performange of Indjan Managere®

Indira J Parikh**

The Indian society of to-day can best be described as a soclety
in transition. The individual and his social and work organizations are
changing simultaneously. For the Indian society change and transition
is not 2 new phenomenon. It has always been there. However, in the
present time there has been a quantum jump in the mature, the quality
and the impact of changa. The change has been of the nature of techno-
logical inputs and emerging of modern complex industrieslization and
organizations, |

This encounter with the technological inputs has created a
discontinuity in the processes of the traditional Indian sseiety which
is agrarian in mature, It has created conditions which has fragmented
the ascriptive life space an& some of the basic processes and structures

of both the social and work organizations.

*  This paper was presented at the Xth International Congrass of
Anthropological and Ethnological Sciences held in New Delhi in
December 1978, This work is based on the rncsearch 'Emergence of
Work Identity in Indian Organizations' an unpublished doctoral
thesis, Gujarat University, December 1578.

#* Indira J Parikh, Assistant Professor, Indian Institute of
Management, Ahmedabad 380 015

The author wishes to acknowledge and appreciate the contributisn
of her colleague, Prof Pulin K Garg in writing this papar,
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The traditiomal Indiam socicty desigmed the life space of an
individual in the simultaneity of the two systems.

1« The affiliative system and

2. The @conomic system

These two systems were further integrated through birth amd
caste ordering that they together made one social system which defined
an individuals identity, This identity was primarlly social ang
affiliative in nature, UWork was one of the slements of the social
identity. UWork was a constraint and a duty but not the source of the
individual's meaning in life. The individuals meaning @rose from the
dominant aspect of his social belonging and his affiliative system, The
belonging system reduced his occiipational mobility, limited his
standard of living and acted as a reinforcer of the social idemtity.

The thrust of madern education, industrial and technologieal
development and the emergence of madern complex wotk organizations
have creatsd conditions which foster tha grouth of professionalizat¢ion
it also led to work and occupation becoming independent aspect of an
individual's 1life space and not an element of social identity which
was the nature of traditional Indian society, This chapge in the
basic structure and process of the Indian society also demand from
the individuals modification in their role concept, role crientations
and role processes from that of the traditionai agcriptive soclety,

The research reported here explores the trend and differential

movement of role arientations and role performances of the Indian
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managers in three organizations from the processes of social identity
to the emergence of work identity. The focus of socilal identity is
maintenance of relational and affiliative belonging system while ths
thrust of work identity is the ltasks and gotls o7 the grganization.

Organization Development work with Indian managers led Garg
and Parikh (1976) to hypothesize that role arientation and role
performance congruent with processas of social identity inherent in
the traditional ascriptive society seem to be deeply ingrained and
internalized through childhood experiences. Later expisure to eduecation
and work organization seem to have low modifying influence on the Indian
managers to evolve processes of work identity which are congruent with
the demands and processes of new emerging formal and task organizations.

It suggests that there is a socio-psychological continuity of
the role orientation and role performance which the Indian manager
brings from his primary social system to the secondary work Syastem,

His emotional orientation is anchored in the processes of the tradi-
tional Indian ethos which is agrar:an in mature while his cognitive
orientation is anchored in terms of the emeBging technological ethos.

It further suggests that the Indian managers' internalized role
concept, role model and role processes of the traditional social
systems are incongruent with the role concept, role model and the
role processes demanded by the intrimsic nature of task and techno-
logy of new and compiex work orgahizationS-

The Indian managers are acutely aware of the incongruence

between the demands of his role in soci2l organization and the demands
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of his new role experiencad in the work orgenizations., But he do;s not
know how to resolve the incongruence through conscious chaice. He only
learns to manage it by letting a life style emerge. With the exceptions
of @ few, large numbers of managers find their life space fragmented into
tuo kinds of role spaces Garg (1974) * .

1. ‘Socio-psychological role space

2. Soaciao-temporal role spacs

Socio-psychological role space:

This space is dominantly constituted by a well defined ﬁatrix
of social relationships, social tasks, and affiliatjve systems, This
role space demands.processes which give signifigance to the meaning and
quality of the belonging system. This belqnging(system is governed by
affiliative expectatidﬁs and relational inter-dependsnee as formulated
and defined by ascriptive and normative processes of the traditional
Indian society. |

Socio-temporal role space:

This space is the newly differentiated role space in the modem
Indian society. It is dominantly constituted by the matrix of
functional rclationships and task orientations. This role space demands
processes which give significance to the mature of the task, quality
of work and functional inter~dopendenee. These processes are
inherent in the emergent formal organizations,

The Indian managers experience the pull and push of these

two role spaces.

* Concept by Garg taken from Social Interaction and Communication
in an Indian Village by Prof V R Gaikwad and Mr B L Tripathi, 1974.
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Similarly, Indian Organizations at one level seem to emphasize
the importance of organizational task and technology, demand competanee
and efficiency at work 2and seek commitment to work and organizational
objectives from the individuals. Their processes however, seem to
promote behaviour which is more congruent with the processes of social
identity. The organizations encourage personalization, foster patronage,
allow non~task considerations to influence policies, seek conformity and
commitment to personalized affiliations with the superior, and im
general gear the individual to attach more importanee to the eonsidera-
tions of the relational amd affiliative matrix.

This led the author to hypothesize that there is a discontinuity
betueen the demands and processes pf the primary system of belonging
and the secondary system of belonging. The Indian manager seems to have
been caught in the middle of a major shift of societal forms and processes,

The shift can be described in two ways

1. There is a discontinuity in the role processes and role
orientation between socizl systanof belonging and work
system of tasks.

2. There is an unresolved shift betwsen the cultural
sxpectations of the socio-psychological role space and the
socio-temporal rols space,

Literature focusing on the cultural shift is available from

the theorists whao have identified the tyﬁologias of societies and
transition and change in socisties. To name some of the work which
are landmarks in the literature are Comte (17983 1857), Spencer

(18203 1917), Durkheim (1947), Tonnies (18873 1940), Weber (1947),
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Park (1952; 1953), Redficld (1962; 1968), Pareons (195%), Garg ang
Paeikh (forthcoming publication).

However, the above theories of change and transitiem arse
descriptive in mature. They smphasize group phenomenom amd group
trenda. No empirical study to determine the shift, the matues and
quality of shift from one typology to amother in the role concept or
in the cognitive mdp of the system held by the individual seems tp bs
available.

It {s assumed that the response to this shift {s through the role
concept, role model and role processes which the indiyidual has
internalized Linton (1936; 1945), Sarabin (1954), Nadel (1957),

Mead (1963: 1964) and others have identified the concept 'role' im
terms of either heirarchy, status and task expectations im an
orgamization. UWhile others define the soncapt 'role' as assoeioted
with expectations which are clearly defined stiuctural®fy and Untderstood,
The behaviour of the individual in the role may display a wide
variance, This variance in imdividual behaviour has laggely been
attributed to attitudes, values, and personality characteristies, This
suggested that the comeept role has been used as a concept of imtere
phase betuween the social struecture and the persomaltey etTUCLUTE,

Link ing the theoretical and conceptual findings of the
typolaogies of societises, the defimitions and concept of role and the
author's work with- Indian managers and organization develepment work

im various organizations 2 new dimemsion of role seemad to emerge.

#* (Cross Rpads of Culture
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This is the spatjal dimension of the role, The rols has a space of its
own In a2 system and this role sSpac. has coordinates. The amne anchor

of the coordinates is in the individual uhile the other anchar ik in
the system, These cocrdinmates are asquired by the individual through
his long periad of process of soeiallization in non-work situatigne

i.es the family and social satting. These coordinates also emerge from
the individuals internalized cognitive map »f the spcial systewm, the
transactions whieh he carries put botween the salf and signifisent
others in the system and the meaning he has given tp them. The inter-
nalization of thess cocrdinates itj:;patheaized would manifest in

the interaction and behaviour of the individual in the sogial and

work systams,

Az the foeus of this rascarch is thae shife Prag the pacessscs
af speial identity tn ths emergence of processes of work 1ﬁqntity as
manifested In manageps in Indian orgarizations, it wes sssumed that
the role of a manager in 2n organization is 2 construet of inter~facs
betweon his internalized role consept, role model, role processss
and their arientctions reflected in their role performance i.e. the
role acts carried aut in the arganizaltion,

A sontent analysis gf the personal data provided by the
m3nagers from various organizations lod Garg and Parikh (1976) to
igentify four role coordinates which the mapager has imteenalized

from the primary system and five role agts which he paerforms im the



as part of his role space.

Role Coordinates:

Role Acts

1a
2,

3.

2.
3.
@.

9.

B~

These role coordinates are:
Res, nsibility
Authority
tEquality
Identity
Decision Making
Exsrcise of Authority
Communication
Evaluation

Rewards and Punishments

A matrix of role coordinates and role act® evolved are given below:

Theoretical Fremework

Table 1

Role Coordinates and Role Aets

Role Decision
Coordi- Mak ing *
nates

— e Mme

T1e

2.

Role
Acts -

Exercise Communi- Evelumtien* Reuward and

of

Autho- cation * Punishment *

rity *

Responsi-
bility

Authority

3.

Equality

4.

Identity

W

From this onwards

Decision Making will be referred as DM

Exercise of Authority
Communication
Evaluation

Reward & Punishment

~do- Ex.A
-do- Comm.
"'dO- E\Ia .
~do- R&DP
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The data suggested and was reinforced by the typologies of the
societies that these role coordinates are not absolute, They reflect
a continuum expressing the shift from ones anchor ii.e. from ths
processes of social identity to the other anchor 1i.e, the emergence

of the processes of work identity.

Table 2

Role Coordinates and their Orientation Continuum

Role Orientation Brientation Continuum

1. Responsibility Role Bounded~ Role Orienta- Role

ness tion Actualization
2., "~ Authority Single Authority Multi Person
person Orientation
3. Equity Exclusion Peer Orienta- Inclusion
tion »
4, Relations Social Identity Work
Systems Orientation

Thus, the above continuum s.ggests that individuals operating
with role boundedness, single person authority, exclusion of peers,
and social relations are reflecting the processes of social identity.
Similarly, individuals operating with role actualization, multi-psrson
authority, inclusion of peers, and work relations are reflecting the

*
processas of work identity,

* (For the remaining of this research wherever the concept social
Identity is used it will imply the orientation of role-boundedness
single person authority, exclusion of peers and relational identity
Similarly wherever the concept work identity is used it will imply
the orientation of role actualization, multi-person authority,
inclusion of peers and work relations)
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Below, are brief descriptions of the role coordinatss and role
acts as reflecting the processes of sacial and work identity.
Role Codrdinate responsibility

In any organization setting a manager has a position. This
position defines the role space of a manager in the organization. This
position hes certain responsibilitises with regard to organization tasks
and goals. This responsibility in the position has three levels viz,,
job responsibility, link responsibility and corporate responsibility.
When a manager focuses exclusively on his job and immedinte task
responsibllity and either ignores or gives secondary importance to his
link and corporate responsibility he is displaying proecesses of role
boundedness and hence social identity. When the manager besides his
immediate job and task responsibility, takes initistive to include in
hie role space the link and corporate responsibility he is actualizing
his role which reflects the process of work identity. The manager thereby
includes himself as the representative of the system.

Role Coordinate Authority

A manager in his role space is subject to the authority from his
direct superior, his peers and his sbbordinates. UWhem a mapager in his
role space attributes to one person at the top the legitimate control
and influence and ignores the legitimacy of influence from his peers
and subordinates he is reflecting the processes of one person authority
and hence social identity. Uuwhen the maﬁager in his role space is
open and aecepts the legitimacy of the influence and processes of
control from relevant task related roles in the system other then
his superior he is reflecting the processes of multi-person authority

and hence work identity.
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Raje Coordinate Egualitx

In the work orgenizatipn relationwhips are heirerchical. Houavrer,
the manager in his role space interacts with other roles which are
lateral or equal. The manager's role space is lirked by lateral inter-
dependencs while carrying out the task., UWhen a manager denies thse
inter-relatedness of other rcles and gets ecaught with processes of
deprivation and denial he is reflesting the processes of exclusion and
hence social identity. UWhen a mapager in his role space aecapis the
inter~dependence of other rolses in his task and invites collaboration
to optimise the resoureces of the system, ccaperates, for task competense
and achievement and accepts functional interdependence he is reflscting
the processes of inclusion and‘hEnce work identity.

Role Coardinate Identity

When a manager continues tg have emotion2l roots, sense of
belonging, membership and meaning from hde affiliative system alone, when he
ignores the mamagement of differences for task and goals of orgenization
for affiliative considsrations, and ignores the sigmificance of belonging
to his secondary or work system, he is reflscting the processes of
relational orientation and hence social identity. Uhen the manager
ingludes his secondary or work system to derive meaning, sense of
belonging and membership, responds with commitment to the task defi-
nitions of his rols space and léauns to engage and disengage uwith
people based on the demands of the task, he is reflecting the

pracesses of work orientation amd henece work identity.
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On the whole, the managers reflscting the proeesses pf social
identity focus on maintenance of relationship, social obligations and
affiliative inter-dependence. Thé operationalise only the narrow job
description and bind themselves to the givens of the system. The managers
in this process work with obedienee, conformity tso ascriptive norms and
loyalty to people. Similarly, the managers reflecting the procsesses of
vork identity focus on maintaining negotiability and inter-dependence
for task eonsiderations. They werk for fumctiomality and effectiveness
of the task and are open to reviewing the emeeginc reality of tasks and
needs of the organization, They temd to work with a developmental view
point which optimise negotiabllity, functional inter-dependence and
effectiveneas of the tasks and goals of the organization.

The above orientation of the proeesses of soclal and work identity
are reflected in an organization setting through the manager's role
performance i.e, three role acts. As stated earlier five role acts are
identified based on Likert (1961), Minzberg (1973) and similar other work
on organization. Based on the organization development work with Indian
managers in various organizations, the elements reflecting the processes
of Social and work identity, with each of the five role acts is
described briefly.

1. Role Act Decision Making

The manager in his role sp:ace has the responsibility to make
deeisions about operatignal issues of the task of the organization,
At another level he may have the responsibility of formulating the

policies of an organization. He may alse take decisions on allocation
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of respurces such as man, material and finance. This invclves the
interpratation of policy and utilisation of the discretiomary element

of the fole. If the manager in his role space dcoes not take calcoulated
riske, will npot utilise the discretionary slement availzhle in the

role space; and repeatedly refers the decisions to the higher authority
and sesks sangtions, affirmation and approval from the higher authority,
he ia reflecting the processes of social identity while performing the
role act decision making. When a manager besides making the decisions
of his task, attempts to acquire relevent knowledge and information of
the task decisions through interaction with colleagues amnd subordinates,
responds to the immediagy and urgenecy of the task, is willing to act
judieipusly and does not constantly refer all decisions upwards, but
exercises his discretion he is reflecting the processes of work identity
in performing his role act decision making.

2. Role Act Exsercise of Authority

Just as decigsion making is an act of solving problems, exercise
of authority is an act of implementing decisions and regulating the
operations of an organization.

A manager in his role space exarcises hie authority by determining
how the decisions will be implemented. He determines the nature of
interaction his juniors will have with him. The manager ssts and
maintains boundaries of interaction with his role space and the rcle
space of others, bath below and above him. If the manager focusas on
the nature of his relationship with subordinates as extensions of
himself cr the crganization and only demands from others the fulfilment

of imstructions by him and converts his role space into position of
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power and control he is refleeting the processes of social identity in
performing the role act exercise of authority. When the mapager focuses
on the dominant aspect of the task anmd its effective 2chievement through
keeping the boundaries of his role space flexible betwsen syperior and
subordinates and attempts to define the heirarchy in a collaborative and
cooperative manner for implementation »f task the manager is reflecting
the processes of work identity while performing the role set of exerciss
of authority.
“s" Communication and Information Dissemination

In the present theoretical framework the concept communisation and
information dissemination are treated as differentiated from each other,
Communication deals with the strategy of the organization and their
underlying attitudee and policies. Infoemation deals yith the physical
facts of organization the knouwledge of which will help bring awareness
of internal and external reality of the organization which emhances the
organizatjon effectiveness. uhen a manager in his role space communicates
only instructions to his subordinates, focuses on parting information
alone and withholds relevant data and knouwledge derived from his
experience to supsriors, colleagues and subordinates he is reflecting
processes of social identity while performing the role act communication.
Uhen a2 manager initiates and shares the overall objectives and goals
of the sub-system and shares his own projections and interpretation
of the etrategies of organizations with his colleagues and subordinates
he is reflecting the processes of work identity while performing the

role act communication.
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4, Role Act Evaluation

A manager in his role space besides evaluating the quantitative
output of production and performamece alsp needs to focus on the processes
of the individual and organization which enhances the overall functioning
of the organizations. If the manager evaluates the subordinate on his
conformity and cbedience to the norms and goals of the superior rather
than his task performance, and ignores the subordinates innovativeness
and commitment, the mamager is reflectinmg the processes of social
idemtity while ,erforming the role act evaluation. Uhen the manager
in his role space evaluates subordinates in terms of task achievement
and goal attainmenit rather than on the nature of their relationship
with him and other superiors evaluatq the availability of organizational
resources along with his own role in the achievement of the task, and
realistically evaluates the strengths and limitations of his colleagues,
suUbardinates, seniors and himself, the manager is reflecting the processes
of work identity while performing the role act evaluation.

S, Role Act Reward and Punishment

Reward can be for measurable concrets output and it can also be
for the employees! social skills, his personality traits and his
obedience, conformity and loyalty, UWhen a manager focuses on the
personality traits, focuses on the mature of relationship with the superiors
and the conformity to the rules and regqlations of the srganization
and utilises personal biases and pre-conceived notions, and ignores
the merit, competence and task performance, he is reflecting the

processes of social identity while performing the role act reward.
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Similarly, punishment may be meted out for behavigur which is dysfunctional
to the task or may be based on thv nature of personal relationships with
the subordinate. When a manager discourages the behaviour which is
saek ing participation in the organizational task and processes such
as goal setting and designing, reviewing and planning and when the
manager discourages praocesses of equation betwsen himself and the
subordinates in .task settings he is reflecting the processes of social
identity while performing the role act punishment,. When the mahager
discourages behavipgur which is dysfunctional to the attain‘mentof tasks
and goals of the organization, when he encourages collaborative and
cooperative behaviour, discourages rigidity of rules and regulations,
discourages withholding of information and data, and use of relationship
as sources of power, he is reflecting the processes of work identity
while performing the role act punishment. On the whole the process
of reward and punishment is that role act which the manager and
organizations perform to create and maintain organization culture
_heighten morale, create credibility of organization policy and create
a sense of well being, certainty and security for its employees.

The above five role acts of the manager are inter-dependent
and inter~related. The role acts of decision mak ing and exercise of
authority are two sides or parallel aspects of managerial role space
in terms of task performance. Similarly the role acts of communication

and information dissemination are tuwo sides or parallel acts of
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managerial role space in tsrms of enbancement of the goals and objectives
of the organization. And finally the rcle act of reward and pumishment
reflect the boundary maintenance of the organizational and managerial
roles.

The aboue described role coordinates and role performance

(role acts) resolves into the following matrix.

Table 3

Matrix of fole Coprdinsates and Role Acts

Role Decision Exer- Communi- £valua~ Reward Rale
Coordi~ Mak ing cise of cation tion and Cogrdi-
nates Autho- punish- nates
ARole rity ment
Acts
! 1. Responsi- Responsi--{
Social § bility bility i
1den- % (rB) (RA) y York
tity - -
t 2. Authority Authorityngg:n'
\ SPA Mpa y
b | ) " }
¥} 3. Equality Equality 1{
i Exclusian IHCIUSiDH‘
l O — -
§ 4. Identity Ident ity }
¥ Relational Work i
‘—-—-"- - - - - -

The above matrix schematically represents an affective-cognitive map

of the inter~fape betuween the manager's rale coordinates and the

role acts demanded by the organization in the role space of the manager.
The monager may either reflect the processes of socisl identity aor the

processes of work identity in any of the cells of the matrix.
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The present research utilises the above matrix to test the

degree, nature and quality of the shift in the role coordipates and

role acts of the Indian managers in organiz.tions from the processes

of spcial identity to the processes of work identity. It is expected

that the process of transition in modern India will push more and more

managers to actualize processes of work identity as demanded by the

complex and large technological oruanizations., The objectives of the

present research are

1.

3

4.

5.

To empirically measure the shift if any of Indian managers
from the processaes of social identity to the emergence of
work identity.

To what extent processes of social identity continue to
operate in the managers.

To what extent organization culture mediate through work
processes and influence to move from processes of social
identity to work identity.

To what extent is the change toward the processes af work
identity.

Do " fferent organizati-as with distinct cultures lead to
differential degree of shift in the managers.



-19~

Methodology

Develapment of the Instrument:

Two hundred mamagers in various worksnops and incompany training
programmes over six years provided intensive perscnal data of their
organization behaviour. The data was summarized from time to tims,
tater seventy five managers were interviewed. These managers represented
middle and senior level of management. They belonged to public sector,
private, sector, family owned and foreign equity holding orgamizations.
The interviews were open-ended and the discussions ranged from the
managers® atttitudes, values, beliefs and their feeling toward their
roles, their taské, their superior, their subordinates and ths organi-
zation to which they belongede. A conte#t analysis of these statements
was carried out and statements were classified in each of the different
cells of the matrix of role coordinates and role acts,

These statements were them given te ten judgses for concsptual
clarity and congruence with the theoretical framework. 192 out of 250
statements were retained for the pilot study, The pilet study with
forty managers further helped refined the questionnaire. OSix items
were categorized in each cell of the matrix totalling to 120. Additional
6 items in each of the role coordinates {totalling 24) were retainad
for intermal consistency thus evolving thé questionnaire to 144 items.
All the items were worded such that the high score would suggest
processes of social identity and low score would reflect processss

of work identityw The responses was on a five point scale,



Sample of the Research: Managerial Population and Organizations

The present research has be..; restricted to middle and senior
middle managers., The organizations ingluded in the research sample are:

1. An organization withmdJderm technolegy with foreign equity
holdings and havirg professional management traditicn. This will be
referred as 01,

2, A family ouwned and family managed arganization representing
traditional technology sush as textile., This will be referred as 02,

3« A public secter organization with professienal management . This

will be referred as 03.
30 managers fyrom each of the abovs organization formed the

managerial sample.

Analysis of the data *

1. The data was subjected te analysis to a2ssess and differentiate
the impact of specific orgapization cultures on role coordimates and
role acts.
2, The data was subjected to analysis to determina uwhether the
role

managers in their/orientation reflected the processes of social identity

or processes pf work identity.

Findings of the Reseesrch

Droanization 1:

~In 01, the cell of rols coordinate responsibility and role
act DM reflect?@he processes of social identity, while the role

coordirate Equality and role act Rewards and Punishment reflected the

- -

¥ For detailed statistical analysis gsee Parikh Indira J, Emergence
of Work Identity in Imdian Organizations, an unpublished doctoral
thesis submitted at Gujarat University, Ahmedabad 1978.
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processes of work identity. As compared to the role coordinate presponsi-
bility, the role coordinates authoraity, equality and identity, reflect
Bhe processes of work identity, This suggests that in 01 the managers
carry the burden and exclusive responsibility of their immediate task
the processes of uwhich reflect social identity, while the R & P are based
on the processes of work identity, This perhaps is a reflection of the
managerial remunerations in foreign equity organizations being generally
high and this may be one of the source of the dynamics of ths rols
coordinate responsibility acquiring greater significance and reflecting
processes of Sgrnisl ldentity, while R & P acquiring significance and
reflecting processes of Work Identity.

FurthermorE,.this particular organization from which the data
was collected had undergone a serious business crisis at that point of time.
The data was collected ot a point uhen the organization had just started
to recover from the crisis, This suggests that the managers in this
organization had resorted overwhelmingly to the role concept responsi-
bility in being focused exclusively on their immediate tasks while the
limk and corporate responsibility were left to the significant others.
Added to this is the role act DM & Eva reflecting the processes of
soeial identity., Once acain this suggests that the organizetion
because of its crisis has tended to focus and evaluate managers who
display loyalty, obedience and display commitment to their immediate
tasks, and do not demand participation in DM at the overall organi-
zational level or policy level.

Thus, in the present time and perspective the 01 reflects a

dual anchoring of role coordinates. The role coordinates authority,
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equality and identity have high correlation with each other reflecting
processes of work identity, while the role coordinate responsibility
with its commitment to assigned task, its achievement, and its linking
with DM and evaluation reflect in the managers the processes of Social
identity. It seems then, that 01 has two level of cultures. To a very
large extent the organization has adopted the processes of work identity
at the manifest level. However, at the latent level the processes of
social identity continue to operate significantly around the rolse
coordinate responsibility.

The processes of social identity reflected thraugh the role
coordinate responsibility in terms of immediate task responsibility
seems to pre-dispose the managers to communicete, make decisions and
exercise authority im such a manner as to foster a team waork around
his own personality rather than the tasks of the organizations. It
suggests that as long as the personal security of the individual manager
is not threatened he feels free to reflect the processes of work identity
with his peers and subordinates. 1n critical situations and with
his superiors the individual manager of 01 continue to display the
restrictive role play in terms of his role coordinate responsibility.

Further analysis of the 20 cells of the matrix of role
coordinates and role acts of the managerial data of 01 suggests, that
the role act DM as asspciated with role coordinate responsibility is
significantly different from the ather six items of DM associated with
role coordinates authority, equality and identity. Th!s suggests
that the role coordinates responsibility reflects the processes pf

spcial identity through the role act DM.
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Within 01, the processes of social identity seem to be more
dominant im the cells

Responsibility - OM, Comm, Ex. A

Autharity - Comm.

Equality - Ex., A, Comm and

@dentity -~ Ex. A and Comm.
In the remaining t2 cslls there is reflection of processes of work
identity.

This finding is further supported by the euidence from anmalysis
of varience giving the 'F' yalues betwesn rows and colums, and 'F!
values for interaction between rows and columns. THe 'F!' value for
rows i.,e, role coordinates is significanmt at 10 per cent, the value
being 2.93. The 'F! value for column is significant at 25 per cent
the value being 1.53. However, the 'F!' value at interaction level is
significant at 20 per cenmt, the value being 1.62,

on the whole, the pull of the total organization culture of
01 reflects the processes of work identity. Howevern the finmal resolution
seems to be undetermined. The managers of 01 under present condition
seam to be operating with two sets of coping processes. One set of
process is to maintain harmony between colleagues which reflects the
processes of work identity, while the other set of process is to
discharge the responsibility toward the top management uwhich reflect
the .processes of social identity., This also reinforces the overall
finding that sask based sthos of D1 reflecting processes of woni

identity has been incorporated through the secondary processes of
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socializatinn viz., the organization. However, this incorporation bas
been by the very nature of the organization a strategic adaptation of
behaviour to suit the articulated and expected organization behaviour
and eulture., The deeper intermnalization of the agrarian ethos reflecting
the processes of social identity continue to operate in terms of role

coordinate responsibility.

Organizatijon 2:

In 02 the role coordinmate identity amd role act Ex.A reflect
clearly the processes of social identity while the role coordinate
responsibility and role act R & P reflect clearly the processes of work
identity. 7This suggests that im 02 there is a dominant focus and concern
with nature of relationships within the organization than the tasks of the
arganization. However, at another level with role acts DM, Eva and R & B,
processes of workAIdentity have emergede In terms of role acts Ex.A and
Comm. the focus is on the criterion of loyalty, obedience, and conformity
to the norms and goals of the organization and personalization of
relationships ;reflecting processes of Social Identity seem to be more
dominante

It seems to suggest that 02, the family owned organization,
reflects the processes of Social Identity through the csll role

the cell
coordinate identity and role act Comm., and/role act Ex. A. This
indicates dominance of social relatiomship over task transactions.,
The managers social psychological role space have a more significant
influence than task based functional relationships. The managers in

02 will get work done through subordimates with personal appeal
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and see the subordinates as beimg in their protective folde They will
communicate to the subordinates only that information which they sea

as relevant. It implies that the nature of socio-psychological
relationships will determine how managers would relate to each other

at task level. If the pelationships outside the task settimngs are good,
they will relate at task level in a cooperative and collaborative manner.
If they are bad, them at the inter-personal level the managers may

tend to be rigid and become procedure bound in carrying out the tasks
with their peers. The functional inter-dependence is relegated
sacondary significanece and the affective loyalty reflecting the
processes of Social Identity is dominant.

further analysis aof the 20 cslls of the matrix of role coordinates
and role acts of the managerial data of 02 indicated that role coordinate
responsibility reflects the processes of Work Identity through role
acts Eva & R & P, There is a mixed response of processes reflecting
social and work identity through the fiues rols acts.

On the whole the findings suggest that in 02 the exclusion
of peers, inclusion of subordinates and conformity to superiors reflects
processes of Social Identity though role act DM, Howevep, the strength
of this exclusion is not very dominant. This would suggest that the
managers of 02 are caught between the processes of Social Identity
and Work Identity, and the organization itself is not giving clear
cut cues to reinforce either the processes of Social ldentity or

Work Identity very strongly. The managers of 02 tend to build
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barpiers between their peers and subordinztes and extend paternalistic
linkages with their subordinates, = reflection of processes of Social
Identity through the role act Ex. A. Similarly, in role act Comm. the
managers tend to withhold information from colleagues and subordinates
and only communicate relevant information which they need to knou.
Again in role act Eva & R & P the focus is on their fulfilment of
immediate task responsibility. Here the message from the organization
is very clear, The rols acts tva & R & P clearly reflect the processes
of Work Identity.

These findings suggest that im 02 the managers operate from
isolation but with strength rather than through participative and
cooperative processes. Though there is some awareness to include the
subordinates informally, there is a persistent need to keep direct
links with the superior and subordinates in a2 more personalized way
and there is a tendency to protect these relationships against inter-
ferences from others, specifically their superiors. This would tend to
foster in 02 linear hweirarchical rclationships and star liks pattern
of lsadership.

This is further reinforced by the analysis of variance uhere
the 'F* values between rows is significant at twenty per cent level,
the 'f' value being 1.89. Similarly the 'F' value for columns is
significant at ten per cent level the 'f! value being 2.84, However,
the 'fF' value of the interaction betwean rows and columns is
significant at one per cent level, the 'F' value being 3.38. This
suggests that in 02 there is a scatter of processes reflecting

Social Identity and Work Identity, That processes reflecting
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Work Identity are starting to emerge in area of role act Eva & R & P and
partly in role act DM,

On the uﬁole, there is a slow but steady movement toward the
processes of Work Identity., The managers of 02 cognitively accept the
processes of Work Identity in the role coordhate responsibility, authority
and equality., This implies their wish to move toward a2 more participative
functionally inter-dependent, collaborative and cooperative culture, but
their internalization of the primary processes gver-determine the
boundries of social relations and they tend to seek security in close
and dependent relationship with significant people in the crganization.
This inhibits the managers from actualizing their cognitively incorporated

aspirations congruent with the processes reflecting Work Identity,

Organization III

In 03 the role coordinates identity and authority and role act
Comm., reflect the processes of social identity while the role coordinate
responsibility and equality and role act DM reflect the processes of
Work Identity. This suggests that in this public sector organization the
dynamiecs of social relationships between co-workers as against the
dynamigf of task relations is dominant. This is similar to 02.
However, an additional dimension of heirarchical authority which creates
a one person authority orientation as aguinst the multi-person authority
orientation is dominant. Thus in role coordinate authority and
identity, processes reflecting Social Identity dominate.

This implies that managers in 03 are status conscious, and

they work through tightly knit groups of personalized and known
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relationships. They invest a lot of energy in building and maintaining
-relationships both at the superior and subordinate level. They also
emphasize exclusion of peers and protect their role boundaries very
seriously against oncroachment, This would lead to poor task based
functional inter-dependence. Tasks which are specifically inter-linked
will be carried out through rules and regulations and already laid doun
procedures, rather than through functicnal cooperation.

The movement of role coordinate responsibility and equality

reflecting processes of work identity though not very significant in
strength implies that the compulsiveness of the task and organization
structure has forced these managers to share responsibility and behavs
as equals. This public sector organization is a service organization.
Its employees are largely white coller workers and have a very dominant
union. This particular organization works at different levels through
task forces and committees, though the tradition has been of linear
authority. In intervicus these munigers talked of their helplessness
with the juniors and preferred the traditional linear authority. They
felt their own authority has been undermined.

In 03 the role act Comm reflects the processes of Sogial Identity.
Similarly, the role act Ex. A tends to lean toward procasses of Sgcial
Identity. The role acts DM, Eva & R & P tend to lean toward
processes reflceting Work Identity.

Further differentiated analysis suggested that role coordinates
responsibility, authority and identity tend to reflect processes of

Social Identity though acts DM, Eva and R & P. This is inspite of
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the fact that the major dynamics of 03 is determined by the role coordinate
identity and authority. The exclusivity of association of role coordinates
responsibility with role act DM roflaecting S-rin) Identity suggests a

very strong commitment of these managers to their assigned tasks, As

long as that aspect is not challenged the managers feels free to reflect
processes of Work Identity. Fsar of being blamed in terms of not
fulfilling one's responsibility is very SEevere.

The analysis of variance between rows the 'F' value being 3,38
significant at five per cent level, between columns the 'F' value being
1.28 significant at twenty five and fifty per cent. However, the 'F!
value interaction between rows and columns is 2,93 significant between
1 and 2.5 per cent level. This reaffirms that in 03 the role coordinates
identity and authority play a dominant role and tend to create forces
which reflect the processes of Social Identity.

On the whole, the findings from the data of 03 suggests that
this public sector organization re .scts largely the processes of
Social ldentity through role coordinate identity and authority. The
éxigencies of the organization structure tends to push the managers
to adapt and work with consultative process witg peers and subordinates
reflective of processes of Work Identity. This is either due to'the
need to defocus on edclusive accountability or is due to enforced
committee work. The dominance of inter-personal relational
considerations over task considerations will determine éither the
nature of personalized relationship which will lead to functional

inter-dependence or determine the impersonal relations and lead to
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role bound, rule bound and procedure based task relationships. These
broad patterns suggest in 03 managers the need for persdnalized sense

of layalty, need to mmrk_in a star like pattern of heirarchical authority
and largely deal with functional inter-dependence in terms of rules and
regulations. These managers seem to carry the organization on their

individual backs.

Inter~0Organization Comparison and Findings:

As can be seen from the findings of each organization there seems
to emerge a distinct pattermn. Eaeh organization shares communilitlus
im ceréain role coordinates and role acts while maintaining a
distinctive pattern in others.

As an entity 01 tends to reflect greater process of Work Identity.
However, the very substantive remuneration paid by 01 to their middle
managers, demand task, responsibility and accountability. This tends to
reflect in ths managers an orientation to the process of Social Identity
in tho area or role coordinate responsibilit? and role act OM, developing
a rigid role bound responsibility orientation, a Social Identity process.

| 02 tends to display processes of Social iﬂentity in role coordinate
identity, The need to maintain personalized relationships and the
need to use the relationships as‘security for mobilising the sself for
performing oryanization task comes through clearly. The middle managers
are pre-disposed to maintain boundaries of their role visea-yis authority
and are willing to extend cooperation and collaboration as long as

their own security is not threatened.
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03 tends to display no clear cut pattern of distinctly displaying
processes of Social ldentity ~w Work Identity. In some sectors there is
dominance of processes roflecting SI, while in other sectors there is
dominance of processes reflecting Work Identity.

An analysis o€ variance of the matrix 5 x 4 x 3 where 5 represents
the five columns of role acts, 4 represents the 4 rows of role coordinates
and 3 represents the organizations was carried out., The 'F' value for
the total metrix is 3.7 with 19 and 40 degrees of freedom. This 'f°
value is significant at one per cent level. Second level analysis of
variance showed that the *'f' values for rows i.e. role cocrdinates
3.1616 is not at all significant. Similarly the 'F' value for columns
i.e. role acts value 3.,8844 is not at all significant. However, the
'F' yalue for the interaction between rows i.e. role coordinates and
columns i.e. role acts was found significant at one per cent level,

The 'F' value being 3.26148 for twelve over forty degrees of freedom.

The analysis of variance findings indicate that there is some
interactional dynamics between role coofdinates and role acts in each
organization that gives them distinctive cultures in terms of social
and work identity.

This suggests that in these organizations, leadership styles,
trade union activity or performance appraisal has a great impact. This
inference can be supported by the evidence that 01 was passing through
serious business performance crisis, and 03 had a dominant white
collar unionism. 02 being 2 family owned organization had a more

clear cut paternalistic nurturant leadershipe.
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However, for further diffsergtiated and eritical understanding
differences of mean significance test betuween pairs of organization
viz, 01 to 02, 01 to 03 and 02 to 03 was carried out,

The picture that smerged was the follouwing

01 - 03 no differences of means

01 = 02 low order differnences of means

02 -~ 03 high.order differances of means

These differenees suggest that 01 and 03 have some similarity
im reflecting the processes of sogial amd work identity. As sfated
sarlier 03 displayed desper anchoring in role orientation identity and
authority reflecting processes of Social Identity, but dominance of white
collar unionism and public policy has compelled these managers to
modify their behaviour in role coordinate responsibility and equality
reflecting the processes of Work Identity. The 03 has evolved a complex
mix, Similarly in 01 the paﬁterns reflecting processes of Work Identity
are evident in the role coordinates authority, equality and identity,
though in térms of role coordinate responsibility the processes
reflecting Social ldentity are deeply rooted. Though this response may
be due to the organization crisis.tha complex mix of processes reflecting
Social ddentity and Work Identity;goth the Organization 1 and Organization 3
seem to bring these organization closer in approach.

Further analysis of the data suggested that 01 and 03 have a
much narrower concept of responsibility. This is either due to the
accountability factor in 03 i.e. public sector and accountability
due to the business crisis in 01 i.e, the organization with foreign

‘equity,
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These findings suggest that the organization cultures tend
to influence the manifest forms of role acts performed in organizations.
The role orientations do not get deeply modified or the changes inter-
nalized through organization cultures, The organizations tend to
evoke some degree of conformity at behavioural level among managers,
but managers as a class tend to retain their role orientations which
are deeply ingrained and intermnalized through experiences in the
primary system.

On the whole, then, thes Indian organizations with differential
degrees continue to focus and reimfaree the concept of 'duty'! in their
managers. The concept of accountability to the authority tends to
play a significant role in thevorganization.' The immediate task gains
pre-dominant focus and the link and corporate responsibility is left is
the immediate superior. This may be stated to be the design and
structure of the organization.

Even when the flexibility exists and managers can respond with
processes of work identity the managers cantinue to doubt the intensions
of the management when confronted with this openness, Fsar df stepping
on thair colleagues and superiors toes and fear of confrontation with
them inhibits the managers from actualising théir role and accepting
a representative role in the system. Thés role boundedness is directly

linked to their internalization of the role concept, rols
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model and role processes from the larger social system which continues
to reflect processes which are agrarian and traditional in nature.

" As has become apparent from the findings and data that Indian
managers have not fully reselved the dilemma of operating from the
processes of social identity or work identity. The effective cognitive
culture they articulate reflects the process of work identity and the
affective connative culture which they experience reflects the
processes of social identity.

It seems apparent that managers have strongly Internalized the
processes of primary socialization and have in effect transposed the
praocesses of the small joint family system to the modern, complex
and large organizations. T~*ndings by Chowdhary (1970) Chowdhary
and Kakkar (1971), Chattopadhyay G (1972:197431975), Garg and Parikh (1971)
reinforce this observation. This implies that impact of industrialization
has not in any significant way helped managers modify their configuration
of role concept, role mogdel and th= role orientations. The findings
of the present research suggests that the managerial cadre more often
continues to derive meaning and a sense of security in Qoﬁ< organization
from closeness, inclusion and identification with the significant
and powerful individuals of the organization. These as stated earlier
are reflections and processes of the traditional agrarian society.
Competance at work, and quality and maturity of task based functional
relationships in the organization are new ideals but rarely practiced,
This suggests that though the partitioning and frégmentation of the

life space into two spaces, that of soci2l and work, have become a
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a fact, the processes that ought to have emerged in the work organizations
have not emerged fully.

The changing nature of technology, increasing size of organization
and gfouing complexity compel beth organizations and managers to focus
on multiple levels of task authority, Some managers tend to accept this
by operational decentralization and with strong centralization at the
policy level, Similarly, impact of education, urbanization and moder-
nisation which tends to dreate and foster working with peers reinforces
the creation and modification in the managers to re-examine the
traditional differentiation of their role and heirarchy. There is a
cognitive awareness and the demand from the nature of the task for the
managers to manage their personal differences and work toward arriving
at joint decisions and actions in task settings.

The double-bind of organization culture where at one level there
is a pull toward the task in the name of performance and business criteria
pushes the managers to reflect and work with processes of Work Identity,
whereas the reinforcement in terms of evaluation and reward and punish-
ment pull the managers to respond with the processes of Seocial Identity.
The manager is caught on a see-saw, He ecannot move in either directioﬁ
wi th conviction. The see-saw will continue to operate as long as
organization cultiure pontinue to foster the processes and orientations
of socio-psychological role space in the sector of role and inter-
personal relations. Howsver, the nature of.the task in the work organi-
zation may demand processes which are more in kesping with the processes
and orientations of socio-temporal role space. This would make the
emergence of work identity difficult. The individuals will then

respond with only partial modifications.
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The organization culture may demand and foster processes and
orientations which are more in keeping with the processes and orientations
of spcio-temporal role space, in inter-personal relations as well as task
situations. This would demand change from the individuals in their
processes and orientations towards work identity., The individuals may
respond to this need of change in an experimental manner. The consistency
in organization er<eages and processes of reinforcement for such
a change would be necessary for effective change, However, the change
may also result in only partial modifications on part of the individual.
In such a situvation the managers will continue Fo act without conviction
and have convictions uithoutizzurage, to act,.

With the impact of the technological ethos organizations have
adopted modern and complex, technology, the credo of professional
management, and evolved new structural forms oé the organization. Yet
the organizations continue to encourage and foster processes which
mak es managers respond with their deeply internalized processes of the
primary systems. This suggests that increasing adoption of moderﬁ
complex technology, sets up a situation where éfficiency and effective-
ness of the organization rests with the processes and orientations
that go with the processes of work identity. Howsver, the administra-
tive processes, the organization of work design and the structural
forms imposed on the organizations seem to cathect with the deeply
ingrainea role coordinates associated with the processes of social

identity. Thus it seems that while the Indian society succeeds in

identifying the social tasks, goals and responsibilities realistically,
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plans for these effectively and objectively and acquires proper tools
and tebhnologies, it fails to gensrate congruent processes in the
systems for coordimating actions. |

Obviously the emergence of Work Identity is partial. It can only
become opperationalized when there is congruence between role orientation,
and demands of the organizétion which is reinforced by organizational
cultures. UWherever their primary sense of security and belonging is
threatened the manager regresses to the traditional processses of
Social | Identity. The processes of Work Identity may be enhanced
and reinforced when the manager's role concept and role model and the
organizational model to which the role conceptrand role model are related
in the minds of the managers be simultaneously congruent, Furthermore,
thi§ process can be initiated by the education system, reinforced by
the work organizations and modifications attempted through training
programmes for organization and individual effectiuity.

The managers if they want to keep pace with the increasing
complexity need to adapt continucesly to this change. The managers
in such a growing system need to add not only skills and techniques

but need also to add relevant attitudes and processes.
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