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ABSTRACT

The purpose of the studv is to investiocate the relationship
between the tTactors of learned helplessness (LH) and
oroanizational role stress (ORSY to the motivational climate of

the oroanization.

The sample comprised of two hundred and twentv respondents
belonoina to the middle management of Tive unite of the

enalineetring industry located in western India.

Motivational Climete of the organization 1s anal?zed by
usinag MAO-C  ouestionnaire (Fareek 1981) comprising of &0
statements emploving twelve dimensione and six motives of the
arganization. Oroanizational Role Stress scale (Fareel  1981) 1s
used to measﬁve the stress the individual feels 1in the
organization. It i a Tive ooint S:@Lg_NhEPElﬂ 1O dimensions of

ca a4 '
stress are measured. Learned Helioleseness scale (Festonies and
Reddy. 1988 consisting of 24 ifemﬁl@lth 4  Fl¥-point ﬁét1nm

format. is uvused to measure learned helolesssness.

Means and £.D. '=. intercorreiations and recaresslons are usad

to interpret ftrhe data. From the resuitg. we obsetrve that kRole
Erosion was the hiochest cantributorlof stress 1n this group. The
ciimate of the oroanization that ie related tno the  trust amono
various members and orouns seems to signiTicantly affect the
learned helolessness anad strese of the executives. ‘Manaocement
of  rewards’ was the other dimension of orcganizational climate

which had 2 signifticant beatrino on the dependent wvariables of

learnea helolessness (LH) and orcanizational role stress (ORS).



A STUDY DOF DRGANISATIONAL CLIMATE IN RELATION TO .
ORGANISATIONAL ROLE STRESS (ORS) AND LEARNED HELPLESSNESS

INTRODUCTION

Oroanisational role stress is by now a widelv researched
area and . is emerpino as a major thrust area in orpanisational
behaviour. However we do not find studies on different
populations in which linkaces are developed between the variables
of DOrganisational Climate. Organisational Role Stress and Learned

Helplessness.

ORGANIZATIONAL CLIMATE

Organisational climate is the independent variable in the

pﬁesent study whetrein the effect of oroanisational climate is
.seen on role stress and learned helplessness. The c¢limate of an
orgémization is created when the oroanisational components viz.
structure, svstems, culture, leader behaviour and bpsvcholoaical
néeds of emplovees intetract with one another. fropanisational
ﬂﬁlimate can only be discussed in terms of how it is perceived or
felt by oraoanisational members. Conseauently. a climate mav be
parcelived as hostile ot supportive. Si1x motives are particularly
appropriate in developing a tTramework that facilitates analvsis
of the connection between otrcanizational climate and mot{vatimn

(Fareek 198%9) viz. achievement. affliation, expert influence.

control, extension and dependencyv.



Twelve Dimensions of Organisation Qgimaté

Likert (1967) oroposed six dimensiqns of arganisationai
climate, while Litwin and Stringe+r (1967 ptroposed seven dimen-
si10ns. A review of their studies and those of others indicate
that twelve processes ot dimensions of orpanisational climate
relate specificallyv to motivation. These are:

1. Orientation. The dominant orientation af an organisation is

the main concern of its membets, and this dimension is an  impor-
tant detetrminant of climate. If the dominant orientation ot
concern 1s to adhetre to established tules. the climate will be
charécteriséd by control: on the other hand., if the orikntation
is to excel., the climate will be characterised by achievement.

-

2. Interpersonal relationshipns. An oranisation’s interpersonal

relations processes are reflected in the way in whiﬁﬁﬁ infoﬁmal
groups are formed. and theée ntrocesses affect climate. For
example, 1f groups are Tormed Tor the purpose of protecting their
own interests, cligues mayv develiop and a climate of control mayv
result: similarly, ifT people tend to develop infaormal
relationships with their supervisors., a climate of dependency mav
result.

=

. Supervision. Supervisory practices contribute significantly

to climate, it supervisors Tocus on helpina their subordinates
to improve petrsonal skills and chances of advancement. a climate
characterized by the extension motive mav result: if supervisors
are more concerned with maintaining good relations with theiw
subordinates., a climate characterised byv the affiliation motive

mayv result.

3]



4, Froblem manacement. Froblems can be seen as challenges or

as irritahts. Thev can be solvea by the supervisor or jointly by
the supervisor and the subordinate(s) concerned. or they can 'be
.referred to a higher level. These d;fferent perspectives and
wavs of hahdling problems contribute to the creatiaon of an
organisation s climate.

=

S Manacement of mistakes. Supervisors  attitudes toward

subordinate’' s mistakes develoo the organisational orientation,
which i1s genetrally one of annaovance or caoncern o+ toletrance. AN
oroanisation s approach to mistakes influences the climate.

&. Conflict manacement. Contflicts may be seen as embarassino

-

annavances to be covered up o+ as problems to be solved. The
process of dealing with conflicte has as sienificant an effect on

climate as that of handling oroblems or miztakes.

7. Qommuniﬁations.'Communication, aﬁother impértant éeterminant
of climate. is concernedrwith the flow of information: its
direction (top—down. bottom-up, hotrizontal:’. its dispersement
(eelectivelyvy oOr to evervone concerned), ite mode (faormal ot
informal), and iteg tvpe {(insttructions or fTeedback on the state of
afftairs).

8. Decision making. An organisation’'s approach to decision

making can be focused on maintaining good relations o on
achievina results. In addition, the issue of who makes decisions
is important: people high in the hieratrchy, experts., o+ those
involved in the matters about which decisions are made. These
elements of decision making are relevant to the establishment of

a particular climate.
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. Trust. Trust is thé con*idence-and faith the oreanization
has in its emplovees. The degtree aof trust or its absence amona
various members and aroups in the .organisatiun'_affects thé
climate of the organization to a large extenf. The extent fo
whicﬁ the orpanization believés in its peoplé is reflected in the
tules of the orpanization and its control measures. The areater
the control the less the trust. The issue of who is trusted bwv
manacement and to what degree is also relevant and cmﬁtributory
ta the climate of the organization.

10, Management of rewards. Rewards reinfaorce specific
behaviQQPs, thereby arousino and sustaining specific motives.

-

Conseauently. what is rewarded in an organisation influences the

motivational climate.

11, Risk taking. How peobple respond to risks and whose help is

-~

sought in situations involving risk are important determinants of

climate.

12. Innovation and change. Who initiates change, how change and
innovation are perceived. and how chance is implemented are all

critical in establishing climate.

The wav in which these twelve cimensions of climate operate
in an organisation indicates the underlvine motive ot top
management and the principle motive that is likelv to be

oenerated and sustained within the organisation ‘s population.

II. LEARNED HELPLESSNESS is one of the dependent variables in
the studv. The concept of leatrned helplessness starts from the

feelino of uneasiness with the existing environmental conditions



and the inabilityv to change them for the bette». Thus learned
helpleséness (LK) is the coonitive s£éte of ‘beino’ of an. indi-
" vidual or an animal which believes that whatever i£ does is not
aoing to §1ter.the-§utcome of an event. This concept of LH was
first_ developed by Selioman and his colleaaues (Seligman and

Maier, 1967: Overmier and Seliaoman, 1967).

An  instrument to measure learned helplessness takiﬁg the
three tvpes of attributions i.e.. internal—-external. stable-
unstable and clobal-specific was developed. Feople make several
typéé of attributions for the success or failure on a task,

particularly for thei+ experience of response-outcome non-—
-

contingency. Abraham et al (1978, 1980) used the below mentioned

IS

three attributional dimensions.

1. - Attributions to internal-external causes. Internality 1s

-

,definéd brimaﬁily in terms of a @ self-ather’ dichotomy. Wnen

individuals believe that outcomes are more likelv or less iikely
te happen to themselves than to relevant others, they tend to
attribute these outcomes to themselves i.e.. intetnal factors.
Converselv. when individuals believe that outcomes are as likely
to happen to themselves as to relevant others., then thev mav make
external attributions. Internal attributions of response -
outcome non—-contingency are likely to result in personal help-
lessness, whereas external attributions of response~-outcome non-—
contingency may result in universal helplessness (Abramson et al.
1980) .

2. Attributions to stable—unstable causes. In an attempt to

explain the consistency of an expectation over time, attribution

o



-theorists (Weiner et al, 1971t Weiner, 1974) had introduced
stgblé-unstable attributional dimension which is orthogonal to
internal-external dimension. Stablity refers to the relative
performance assnciated-:with én attribution. That is, if éﬁ
indiQidual attributes response-outcome non-contingency to @ a
stable factor. 1t may result in a helpless state which is 1likely
to persist over a perind of time but under similar conditions or
situational cues. ‘Examples of stable attributions could be ane’'s
ability, task difficulty., etc. Unstable attributions, on the
other hand, may result in a helpless state which may not last
1ono.. . It will fade away aquickly as time passes. Exambles of

3

unstable attributions are mood of the person. effort level, luck,

a

etc.

S Attributions ng olobal—speficic_causes. TqA account for
'generality of helrlessness across tasks and Sifuations,‘_ﬂbramsbn
et al (1980, and Miller and Norman (1979) sucgested a third
dimension, namely alobal-specific attributions which is
orthogonal to infernality and stablity dimensiuh%. Attributians
to olobal factors aftfect expectancy and hence performance in a
wide variety vasituatinns and tasks. whereas attributions to
specific factors mayv result in helplessness only in the original

situation.

All the three dimensions of causal attributions described
above are continuous trather than dichotomous. These three
dimensions of attributions. namely. internal-external, stable-

unstable, and g¢lobal-specific can be qgrouped together in



different combinations which will result in eight types of causal

attributions. These are:

1. Internal-global-stable
2. Internal-global-unstable
-3. Intefnal-specific—stable'

4, Internal-specific—unstable

S.  External-global-stable

&, External-alobal-unstable
7. External-specific-stable
8. External-specific—unstable

Each of these combinations has a different impl{gation foer

the Tfuture expectations ot the peaple, and theitr performance on

subseaquent tasks.

;Ii _Qgg or brqaniz;tionéerdle éfrggg is the otﬁér Vdepéndent,
rvariablé which-is teste& to analvse the effect of motivational
climate on its various aspects. There is an increasino interest
in manager’'s experience in otrganizations. A&cording to Fareek
(;976) the concept of 'role’ is the key concept in understanding
the inteotation of the individual in the svstem of the
otganization. It 1is ‘through the role that the individual

interacts and acets (or does not aet) integrated with the svstem.

Eahn et al (1964) were the earliest to draw attention to
oroanizational stress in general and role stress in pérticular.
Fareek (1976) defined role as the position occupied by a person
as defined by the expectations of significant persons, including

the role occupant. This indicates that there are inherent



problemg 1in the performance of a role and .thus stress s

inevitable.

Different kinds of stress associated with the role of the

employees in organizations were taken up to prepeare the 0ORS

gscale. They are:
1. Inter-role distance (IRD): An individual occupies more than

one role at a time. His organisational role may often come into
confliet with his family roles. The distance or conflict among
these various roles represents inter-role distance.

2. Role Stagnation (RS): This kind of stress is the result of
gap between demand to outgrow hils previous role and to gccupy new
roles effectively. Such a type of stress resul{s in perception
that there is no opportunity for one’s career progreszion. This
perception m#y be more intense when the role occupa;t holds a
role for long periods and then enters the new role in which he
feels less secure.

3. Role Expectation Conflict(REC): This tvpe of stress 1is

generated by different expectations by different sgignificant
peraona about the same roie. li 1s possible that the significant
persons differ in their expectation about the same rolet and the
- role occupant is ambivalent as to whom to please.

4, Role Erosion (RE): This type of role stress is the tunction
of the role occupant'a feeling that some functions which should
properliy be belonging to his role are transferred to/or pertormed
by some other role. This can also happen when the functions are
performed by the role occupant but the credit for them had gone

to someone else.



5. Role Overload (RO): When the role occupant teels that there
are too many expectationé from the significant rolés in his role
set. he experiences role overload. There are two aspects of this
atress, gquantitative and qualitative. The former refers to
having ‘too much to do’ while latter refers to ‘too difficult’.

6. Role Isclation (Rl): This type of role stress refers to
psychological distance between the occupant's role and other
roles in the same role set. [t 12 also defined s roie distance
which is different than inter role distance Iin the sense that I[RD

referga to the distance among various roles occupied by the same

individual. The fréquencv and ease of interaction Emong the
roles 18 a measure of the strength of the linkage among the
roles.

7. Personal Inadequacy (Pl): This type of stress arises when

a

the ‘role occupant feels that he does not have the necessary
gkilis &and training for effectively performing the functions
expected from his role. This {s found to happen when the organi-
gation does not impart periodic training to enable the employees
to cope with the fast changes both within and ocutside the organi-
sation.

6. Self-Role Distance (SRD): When the role, the person occuplies
goes against his self concept, he feels a self role distance type
of gtresg. This 12 essentially a conflict between the self-
concept and the expectations from the role as perceived by the

role occupant.



2. Role Ambicuitv (RA): It refers to the lack of clarity about

the expectations of the individual’'s role which mayv .arise out of
lack of information or lack understandinog. It mayv exist in
relation to activities., responsibilities. personal stvles and

norms: and may opetrate at three stanes:

al When the role sender holds his expectations about the role
b)  When he sends it, and
c) When the occupant receives those evbectations.

10. Resource Inadeguacy (RIn): This tvpe of stresse ie evident

when the role occupant feels that he 1 not oprovided with
adeauate resources Tor performing the functions expected from his

F

role.

Althouah a areat deal of soeculation ana description about
the sources of sStress and pressure for different levels ot man=
agement is available. special attention is usuallv paid to too

level manapetre.

VIRRAM SARAGHA! LIBRARY
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REVIEW OF LITERATURE:

Broadlvy . speakino. organizational climate 15 the
psvchological feel of a work place o+t an organisational urnit and

the orcanisational norms that seem to cortespond to this feel.

Ansari (1280) in a studv of orcanisaticonal climate in  thres
organisations sought to measure organisational climate i1n  terme
or pecrcelved leadership stvle, suppotrt to oersaonnel. and
bureaucratization. His sample i1ncluded 123% male top and middie
level executives. He found that interorpanisational differences

rl
in climate exceeded interdepartmental differences. He araued

that climate could, therefore. be viewed as a molar or aocaregated

organizational construct.

In a study of I90 BHEL executives., Habibulla and Sinha
(1980 used Pareek & Motivational Climate RQuestionnaire (Fareek,
1979 . It measures six, dimensions of perceived organicsational
climate. the achievement orientation of the oroanisation. its

‘expertise or expetrt power orientation. extension. atfiliation
dependency and control - similar to the one we used 1in  the
present studyv. Achievement. expert Dower and extension
orientatione were positively intercorrelated., and affiliation,
dependency and control were also positively intercorrelated. The
study also raised the possibilitv of the existence of multiple
oroanisational climates. especially in large technplcgically and

structurally differentiated orcanisations like BHEL.

11



Sinha (1983) has visualised organisational climate and
~leadership s;yle to be mutually interactive variables. thch are
affected by the orcanisational structure and processes which in
turn affect job attitudes. which in turn mav affect produttivify
etc. Sinha has claimed that organisational climate was a
stronaer determinant of leédership stvle than vice-versa and
while organisational structure was not related to either,
organisational processes were telated to both. QOrganisational
climate seems to have a stronger relationship with job attitudes

than leadership stvle.

In a study of 280 manaoers frrom four industrial
organisations, Sinch and Das (1977) found a relationship between
the department’'s stvle or culture of decision makino and the

values of the departments’ manacerial staff.

Sharma and Sunderajan (1983 and Sharma (1983b) have noticed
that the different aspects of oroanisational climate were

unevenly develoned in the oroanisationse. [n particular, perceived

1

participativeness of the manacement was relatively low. while

perceived safetv and security was relatively high.

Cumulatively. these studies have sugoested that
organisational climate may be a sionificant independent variable
indicative of organisational culture and institutionalised
organisational practices. It may possibly be related to

ortanisational effectiveness.



Besides the above, several researches have iﬁdicated that
support from supervisors and co-workers is positively related to
more tavourable job attitudes and he@lth (e.g. Cobb and Kasl,
1977. Cobb 1076. Gore 1874). Bechr (1076) found a suggestive
evidence that people with supportive supervisors might not feel
role strain even {f their roles are ambiguous. Support from co-
workere aa an aspect of organisational climate was studied by
Westman, Eden and Dov (1885). They found that when co-worker
gupport was dichotomised into low and high., subjects reporting
low support smoked significantly more than thoze who reported

high =support. 4

Ford (1885) strongly suggested that emotional support in the
climate. was more important than sgtructural support, - in the

-

prediction of-wnrk outcomes.

Organigeational Role Stress:

The relationship between Job stress and illness tmental as
well as physical) is well documented (Cooper and Marshall, 1978;
Housze, 1874; Jenkin=s, 1876: Selye., 1976). A great deal of atten-
tion has been focussed on cardiovascular dizeases espeéially
coronary heart disease (CHD). Though the origins of CHD are
unciear job stress has been cleariy implicated (Cooper and

Marehall, 1976: Jenkins, 1976).

Job stress has been found to be positively associated with
self destructive acts or attempts (Bruglass and Duffy, 1878:

Karcher, 1978).

P
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Stress symptoms such as Qithdrawal behaviour (absenteeism,
turnover and propensity to leave) have been found"to have a
positive relationship with role qont11ct and role ambiguity.
-Jamal (1884) found a significant relationship between roie
ambiguity. role overload. role contlici. regource inadequacy and
withdrawal behaviour of absenteeiam, tardiness and anticipatory
turnover. In India, severe phyziological and behavioural
consequences of managerial stress have been highlighted by Sah
(1980) who showed that respondents manifest moderate range of
reactions to stress, Qiz. physiological changes 1like fatigue.
exhaustion, héadaches. hypertension, sleepliessness, 1nd1gestioﬁ
ete. Madhu and Harigopal (1976) found role ambiguity +to be
negatively related with 1ob involvement. However; their research
could not find a sighificant relationship between role cqnflict
‘and ‘jdb involvement. Mishra (19835 observed ’thatu o;cupational
stregs arising from various job dimensions was positively related

to jiob involvement.

However, there are instances where the results somewhat
deviate from the general trend of findings. e.g. Tosti (1871)
tailed to find significant relationship between role ambiguity

and job satisfaction.

In India, a few studles are available on this issue. in a

study.by Pestoniee and Singh (1982), it was reported that various

tvypes of gtregseg, whieh develop out of either poor
organisational structure. and/ or poor emplovyee relations have
detrimental effects on job satisfaction. This seems to take
place 1in all spheres, whether 1t 1is related to the 1ob.

14



management style, petrsonal adiustment or off-the-job activities.
Another study by Surti (1983) on a sample of workino women found
that role stress and job satisfactiqn were significantly and
negatively related. Sharma and Sharma (1983) showed that in the
case of gazetted officers only, role efficacvy had moderate
positive relationship with job satisfaction and this relationship
was with the on—-the-ijob satisfaction rather than the off-the-iob
facet of satisfaction. Jaodish and Srivastava (1984) indicated a
significant inverse relationship between Job satisfaction and
role stress. Similar findinas were reported in studies conducted

by Mishra (1287) and by Srivastava and Farmar (197%).

Learned Helolessness

The ophenomenon of LH was first observed in animals by
Seliaman ‘and Maier (12467), and Dvermier band Seligméﬁ (19467 .
They observed that when the dwvg in an experient was trepeatedly
exposed to inescapable electric shocks, the dogo discontinued
efforts to escape fTrom the shocks atter sometime and remained so
even after the situation was chanced so that escape was possible.
More recently researchers have documented the phenomenon of LH in

humans (Hiroto, 1974. Hiroto and Seligaman. 1975:; Rodin, 1%7&60.

Later researcherse renlaced the simple escapersavoidance tasks
with more complex ones such as anaaram solutions (Hirotm and
Seligman, 1975: Gatchel and Ftoctor, 1%74) and coognitive problem
solving tasks (Diveck and Bush, 1976, Dicner and Diveck. 1978).
The rance and variety of tasks in which these studies documented

LH in humans support Selioman’'s otricinal notion (Dvermier and



Seligman, 1867) that LH is8 a fundamental type of lqarning which
leads to motivational, cognitive and emotional deficiencles.
According to Seligman (1975), develapment of LH follows thev
individuals repeated exposure to percefved or actual
uncontrollable outcomes resulting in expectation that future

outcomes would also be uncontrollable.

The above is a very brief review of literature of the two
dependent variables of learned helplessness and organisstionai
role stress as well as the independent variable of motivational
climate. However no studvy seems to have been done on the three

-

variables together, taking the motivational climate of the organ-

igsation 1in relation to organisational role strese and learned
helplessness. In the present study we propose to study ‘organiea-

‘tional climate and its effect on role stress and learned help-

lessness.

16



METHODOLOGY

The pregent study {s an attempt to investigate the
rélationship between the factors of learned helplesaness and
organizational role stress to the climate of the organization.
In essence. the stress an individual feels while working 1{in an
organization due to the various and conflicting roles he has to
play. may be affected by the climate of the organization e.g.
whether 1t is hostile or supportive. Learned helplessness starts
from the feeling bf uneasiness with the existing environmental
conditions and the inability to change them for the be%}er. It
was felt that learned helpleséness too. could be dependent on the

motivational cliimate of thevorganlzation.
Thﬁs it was'hypothesizéd that: _ : .

- There will be a significant effect of motivational <climate

factors on all the ten dimensions of organizationel role
atress.
- There will be B significant effect of motivational climate

tfactors on the eight factors of learned helplessness.

Sample

The  sample comprised of two hundred and twenty respondentsa
belonging to the middle management of five units of the
Engineering Industry located in Western India.
Background of respondents: The respondents had sn engineering
baquround and had studied In regional engineering colleges all
over the country.

Age: The age range was between 31 - 40 vyears.

17



Work ekgerience: Average work experience of the respondents was

10 vears.

TJests and Instruments

Motivation €limate of the organization was analvsed by usinag
the instrument called W™MAD-C. Six motives are particularly
appropriate in developina a framework that facilitates analvsis
of the connection between organizational climate and motivation.
Thevy can be classified as achievement. affiliation, expert
influence. control, extension and dependency. A review of the
studies by Likert (1967)., Litwin and Stringer (196%9) and othetrs
indicate that the following twelve processes or dimensfons of
organirational climate relate spefically to motivatbion.

- Orientation

- Interpersonal relationships
- Supervision

- Froblem management

- Manacement of mistakes
- Conflict manacement

- Communication

- Decision makino

- Trust

- Management of rewards
- Risk taking

- Innovation and chance.

The instrument employs twelve dimensions of organisational

climate and six motives ennumerated above. However, in the

18



present study, the twelve dimensions of organizational climate
have been focussed on and the factors of motive of the
organization have not been used. Emphasis is placed on the
climatic aspecﬁs of the béganizationg-the dominant and back uD
motives of the orcanizations have been ignored since the
respondents belonged to a collection of five uwunits of the
enaineerina industry - placed in different parts, headed by
diftferent opeonle, havino completely different cultures. leading
to dilution of the motive of one particular unit or company.
Furthermaore the purpose of the present study was not to find out
the dominant motive of the enoineering industry but to observe
the relationship between stress and leatned helplessness ;ith the
climate of the orcanization. The insttrument consists of twelve
. categories, each of which include six statements;veqch'gf the siw
staﬁeﬁents* rgpresents one of fhe SiHVMDtiVéS.r Reépundéntéi work
individually to rank order the <cix statements within each
sepatrate categoryv accotrding to their percebptions of how much each
statement is like the situation i1n their organilcation (or unit.
branch, division or department within the otrcanisation:. After
scoring, the dimension of oroanisational climate with the hichest
score 1is called the dominant motive of the organisation and the
dimension with second hichest score ie called the back—-up motive.
These dominant and back-ub scorés are helopful in diacnosinao and

in planning action to improve the motivational climaté of the

organisation involved.

Reliabilitwv: Retest reliabilitv of MAO-C has been reported by

Sen (1981). The test retest reliability for each climate

19



/
dimension ranges from .17 to .44 and is fairly acceptable by

statistical norms.

Validitv: Validity studies have not been done for MAD-C.
However, indirect evidence of the instruments validity has been
provided as a result of other research on organisational climate.
Research on organisational climate as an independent measure and
measures of organisatibnal effectiveness shate enouch iIn common
to warrant some generaliﬁafions. Hellreigel and Slocum (1274)
have summatrised ﬁhese ceneralisations as a significant
relationship between climafe and both iob sétisfaction and per-

faormance.

Croanisational Reole Strese Scale (Fareek. 1281)

The ORS is a S-point stale-fnqicatihg ﬁéw-trqe,a',partftulaff
statéﬁéhﬁ ‘iS'fQP the role thé'ihdividual is 6f+icially‘ ﬁlayiﬁg.
The following tvpe of stresses are assessed by this instrument.
i. Inter-kole Distance (IRD)

Za Role Stagnation (RS)

I. Role Expectation conflict (REC)
4, Role Etrosion (RE)

S. Role Ovetload (RO)

&. Role Isolation (RI)

7. Fersonal Inadeauacy (FIn)

8. Self-Role Distance (SRD)

Q. Role Ambiauity (RA)

10. Resource lnadeguacy (RInN)

r
&



It has S0 items: The score of each role stress dimension mayv
rance from 0 - 20 and total orcanisational role stress score may

ranae from O - 200,

Retest Rgliability was obtained for the ten stressors and-
the total role stréss score. The scale has accentable reliabili-
tv. Some evidence about validity i= provided by a measure of
self consistency of an instrument. Each item was correlated with
the total score on the instrument for about 500 respondents. All
but two correlations were significant at .001 level. one at .002
and another at .003 level of significance. The results showed

high internal consistency of the scale (Pareek, 1983).

Learned Helplessness: ‘ .

Three types of attributions, i.e. interﬁal*extérnalg stable-
unstaﬁle andfglcbal—specific, their éntétedeAtsrand Pesultihg LH
have already been discussed in the introduction. The scale used
in the studyv was developed by Festoniee % Reddy (1988). It
consicsts of 24 items. A siy point rating scale format was used
for obtaining the responses. Strongly aoctree and Stronaly disagree

were provided as anchor points on each end of the scale.

Keliabilitv: Nunallv’'s (1967 reliability test was used to

assess the reliabilityv of each of the above elght measures. All
items had fairly large correlations with total scores of the
items included in these measures. These correlations sucaest a

fairly strono reliability of all 8 factors or measures.



RESULTS

The study was carried out in 5 medium engineering units to
studvy the effect of the climate of the otrganization on the
individual’'s stress (brought about by his role in the

organization) and his learned helplessness.

Twelve factors of the independent variable of motivational
climate were correlated with 10 factors of ORS and 8 factors of
learned helplegsneaé, which were the dependent variables. Thus
an intercorrelation matrir was ogenerated to observe the deoree of
association between the factors of motivational climate and
factors of organizational role stress and 1earned‘ héiplessness.
-Regreésion analvsis was done to see the dependence of the factors
of léaPnEd helplessness (LH) and Qrgani;ational raole stress»(QRS)r
on the motivaticnai climate of the organizatiun,; Means and
standard deviations were calculated to identifv the most
frequently ocecurino factor of each variable. and 1its variation

from the average.

Results are oaqgiven in tabular form viz. 27 tables, givino
means and standard deviations. intercorrelation matrix and sia-
nificant reaoressions., between the indeopendent and dependnet

vatriables.



Table 1

Meangs and SD's for all factors of the independent and dépendent
variables, used in the present sample (N = 220, Reter Table 28
for index)
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Variable Mean Std. Dev.
IRD . 4. 4749 3.5083
RS 6.5459 4.0618
REC 5.8584 3.6300
RE 8.9500 4,.2697
RO 5.0365 4,14096
RI 7.2055 3.6500
Pl -6.4455 3.8855
SRD 6.5662 3.9106
RA 5.0000 4,2567
RIn 6.66907 4.1716
LHF1 26.4372 6.1103%
LHF2 10.1075 5.6421
LHF3 9.0596 2.3420
LHF4 8.6590 '3.7495
LHF5 12.6129 2.8345
LHF6 - 6.9171 2.3279
‘LHF?7 20. 1244 3.6028
LHF8 20.1200 3.5026
DC1 21.0135 6744
DC2 20.9958 .8375
DC3 20.9666 . 7253
DC4 21.0090 .B8109
DC5 21.0080 . 69285
DC6 20.9507 . 8554
DC7 21.0538 .6690
DC8 20.9507 L7117
DCo 20.9552 .6763
DC10 20.9596 .7959
DC11t 20.9910 . 7228
DC12 20.9775 8742



Table 2

{ntercorrelation mateic of factors of sotivational climate (Independent Varisbies)
of organisational role stress and learaed helplessness (Dependest Varlables)

Correlations DI B2 D3 D4 XS X6 7 0c8 e 0C10 DCt1  BCA2

......

1) -073L - 155 204 -.0A78 4TS -.1522 L0334 L0140 L0242  -.0037 .07 .066S
B -.0263 -.1064 0531 .0531 -.0442 0376  .0601  .00M0 620  -.0354  .0323 -.0042
REC -, 300 -.0608 -.0549 -.1347 0766  .0164  .0880  -.0013 -.1748%  -.0M42  .0S45 -.00MB
B -.0100 -.0086 .11A4 -.2285s¢ 0007  .1038  -.§005 {766 -.1636+  -.1650¢  .0380 -.0298
] 0852 -.575 -.0370 -.055& .0122 -.0A20  .0185 -.0280  -.0OO6 0560  -.0347 .1106
Rl - 0157 -.0540 .0620 -.1053r -.0076  .0554 -.0207  .OA35  -.1583r  -.{318 0385 -.0146
Pl L0484 -.1566 .0085 -.0757  .1407 -.0738 -.072  .03&1  .0427 - 0011 .O%1 -.0101
SED : ~ 0465 -.0507 0178 -.1M6 -.0152  .0683 L0401 1206 -.1388  -.0726  .0676 .02%
RA 0138 -.0016 .00AB -.1555 -.0284 0616  -.0252 .05 -.1082  -.0738  .0787 .04%
Rin A28 -1017 L0126 -.2413m 0437 0T -.03%  -.00% -.0207 -.0660  .0837 -.00T7
LiFt L0619 -.0370 -.0803 .1805+ -.0650 -.0353  .06B3 -,1267  .M12 L0802 -.0877 L0208
L2 -.0406 .1050 0123 -.0838 -.0185  .1720+ -.0000  .00A!  .0063  -.1073¢  .1013 -.0941
LiF3 -0438 -.0115 -.012¢ .0AT7 0250  .0241 (0446 .0B19  .0043 0012 -.0150 -.0172
LIfFA L0057 0841 0860 0152 .1103  -.0146 -.0278  .0204 0410  -.0MG 0507 -.14%4
LHFS 0386 -.00150 .00 .0700 -.0089 -.0042  .0030 -.0526  .1545  -.0374  .0406 -.0B0B
LiFE - 1450 -.1107 L1341 -.0384 -.4304 L0073 L0370  -.0271  -.0807 L0132 -.0086 .03
L7 -2t -.0386 -.1376 -.0658 -.4110 (0003 -.0266 .10 -.1265 4300 -.00A8 -.013%
LiFs 0124 -.0261 -.1241 -.0482 -.1M11 L0662 -1 L1540 -.0129  -.1130  -,0019 -.0119

Miniwon pairvise N of cases: 220  1-talled Significant & -,01: s -,001




Table 3
Regression table showino dependencv of fTactor IRD of Dependent

Variable (ORS) on tactor of Management of Mistakes of the Independent
Variable (motivational climate)

Independent variable DCS
(Manacement of Mistakes?

Dependent variatle. IRD fAnalvsis of variance
(Inter—-role Distance:?

Multiple R - 17535 DF Sum of Mean

sguare sauare
R Sguare LOT078
Reoression 1 BZ.3104F 82.51042
Adiusted R Sauare WO2EZ0Q

Residual 213 2601.08938 12.211469
Standard Error 2.49452
P 4
F = 6£.7266B Significant F = 0100

- Table 4

-

Regression table showino dependency factor RS on  Dependent Variable
(ORS) factor of Froblem Manacwement of Independent Variable
(motivational climate?.

Independent variable DC4
(Froblem Manacement:;

Dependent variable RS Analveis of variance
(Role Stagnation:

Multiple R -143219 DF Sum of Mean
squatre sauare
R Saguare . 02050
Regression 1 T2.2875%F  T2.2B753
Adjusted R Square 01588

Recidual Z12 3F453.213747 16.28874
Stamndard Etrror 4,035993

F = 4.437&8 Significant F = ,0363



Table S

Rearessiaon variable showing dependency of factor REC of Dependent
Variable (ORS) on factors of Trust of the Independent Variable
(motivational climate)

Independent variable DC?
(Trust)

Dependent variable REC . Analvsis of variance
(Role Erosion Conflict)

Multiple R . 17599 DF Sum of Mean
. o sguare sguare
R Saguare - Q3097
Reatrsmssion |1 87.24087 87.24087
Adiusted R Sauare CO2A42
Residual 213 2729.39149 12.81405
Standard Error 3.97967
F = 6.80822 Significant F = 0097
Tableé ' *

Reagression  variable showina dependency of factor REC of Dependent
Variable ' (ORS) on factors of Froblem Management of. the Independent
‘Variable: (motivational climate) '

Independent variable DC4
(Froblem Management)

Deoendent variable REC -Analyvsis of variance
(Role Expection Contlict)

Multinle R L2A4ET3 - DF Sum of Mean
square sguare
R Sgauare L05941
Rearession 2 167.323687 83.66183
Ad justed R Sauare » 01588
‘ Residual 212 2649.30889 12.49674
Standard Error 3.933507

F = 6.69469 Sicnificant F = .0015

26



Table 7

Rearession variable showing depoendency of factor RE of Dependent
Variable (DRS) on factors of Froblem Manacement af the Independent
Variable (motivational climate) '

Independent variable DC4
(Froblem Management)

Dependent variable RE Analvsis of variance

(Role Erosion)

Multinle R 23621 DF Sum of Mean

sauare square

R Sguare . 05580
Rearession 1 219,.63745 219.63745

Adiusted R Sauare L051328
Residual 214 3I716.8023 17.36824

- Standard Erroer 4, 167523

F = 12.64592 Signiticant F = .Q005

>

Table 8

- Regression variable showinag 'denendencv of factor RE of Dependent
Variable (DRS) on factors of TPust of the Indenendenf Variable {(moti-
vational climate): :

Independent variable DC9

(Trust?
Dependent variable RE Analyvsis of variance
(Role Erosion)
Multiole R . 51819 DF Sum of Mean
square sauare
R Saquare L1OL2S
Regression 2 IP8.94725 199.27363
Ad iusted R Sauare 09281
Residual 213 3I5I7.89256 16.60982
Standard Ecror 4,073352

F = 11.99724 Significant F = .000Q0



Table 9

Regression variable showina dependency of factor RE of Dependent
Variable (ORS) aon factors of Manacement ot Rewards of the Independent
Variable (motivational climate)

Independent variable DClOI
(Manaaement of Rewards)

Dapendent variable RO ' Analvsis of variance
(Role Overload:

Multiole R . 234773 DF Sum of Mean
sguare sguare
R Sguare .118384
Regression 3 467.812460 153.937353
Ad iusted R Square . 106327
Residual 212 3I46B.K2T722 16.36145
Standard Error 4,044933% >
o F = 9.33079 Significant F = .00Q00

‘Table 10

Rearession variable showina dependency of factor RI of Denendent
Variable (ORS) on factors of Froblem Management of ° the Independent
Variable (motivational climate}

Independent variable DC4
(Froblem Management)

Dependent variable RO Analvsis of variance
(Role QOverload!

Multiple R « 34473 DF Sum of Mean
square sauatre
R Sgquare .1168984
Regtression 3 447.81260 135,.937353
Ad ilusted R Sguare 108637 _
‘ Residual 212 3I468B.462722 16.36145
Standard Error 4.04493

F = 9.5307% Significant F = .0Q0QQ



Table 11t

Regression variable showinge dependency af factor RI  of Dependent
Variable (ORS) on factors of Trust of the Independent Variable (moti-
vational climate)

independent variable DC?

(Trust)

Dependent variable RI Analvsis of variance
(Role Isolatian)

Multinle R L 2B127 DF Sum of M2an
squarsa sguatre
R Sauare 07211
Regression 3 227.15554 11Z.97777
Adiusted R Sauare LQ7042
Residual 212 2644.144679 12.47239
Standard Error I.2T1A6Z
Fo= 2,106734 Signiticant F =5.00032
Yable 12

Regréssion; variable ' showing. dependency'of factor PFPI of- Dependéﬁt
Variable . (ORS)  on factors of Interpersonal Relationshios  of the
Independent Variable (motivational climate)

Independent variable DC2
(Interpersonal Relationships:

Dependent variable I Analvsis of variance
(Farsonal Inadeauacyv)

Multiple R L1774 DF Sum af Maan
squara sauars
R Sguare L3164
Regression | 103, 45469 103.46546%9
Adiusted R Square LO2714
Residual 214 3I170.04%901 14.B1331
Standard Error Z.84881

F = 6.99740 Significant F = Q088



Table 13

Reatression variable showina dependency of factor FI  of Dependent
Variable (ORS) on factors of Manacement of Mistakes of the Independent
Variable (motivational climate)

Independent variable DCS
(Manacement of Mistakes)

Dapendent variable FI
(Fersonal Inadeauacy)

Analvsis of variance

Multiple R

2TT762 DF Sum of Mean
sauvare sguarea
F Sguare D646
Rearession 2 184.84781 92.4Z21731
Adiusted R Saguare QA750
Residual 213 3088.8B5989 14.5016%9
Standard Error 3.80811
>4
F = 6.357218 Sianificant = LO0Z1
Table 14

-

‘Rearession variable showingo dependency of factor SRD of Dependent

Variable (DRSS} on factors of Trust of the Indeoendent Variable
(motivational climate)
Independent variable DCY
(Trust)
Dependent variable SRD Analvsis of variance
(Self~Role Distance) '
Multinle R 13633 DF Sum of Mean
squara sguarea
R Saquarea .01859

Rearession 1 60.ZHQ2T - 60,3H025

Adijusted R Square L.01398
Residual 213 3F187.295357 14.246383

Standard Error 3.86821

F = 4.03F74 Significant F = ,0459



Yable 15

Reoression variable shawing dependency of factor REC of Dependent
Variable (ORS) on factors of Froblem Management of the Independent
Yariable (motivational climate)

Independent variable DC4
(Froblem Management)

Dependent variable SRD Analyvsis of variance
(Self-Role Distance)

Multiole R . 21388 DF Sum of Mean
sauare sauara
R Sauare - 0345735
. Rearession 2 148.5468765 74,.283782
Adjusted R Sguare ~QT674
Residual 212 Z092.08817 14.61834.
Standard Error I.8B2339
F = 5.0B155  Significant F = 10070

Table 16

Reoression variable showinog dépendency of factor RA of Depeﬁdent
Variable (ORS) on factors of Froblem Management of ¢the Independent
Variabl=a (motivational climate?

Independent variable DC4
(Froblem Management)

Dependent variable RA Analvsis of variance
(Fole Ambiguitwv)

Multiple R A .. 15881 ‘ DF Sum of Mean
squatre sauare
R Saguare L2522
‘ Rearession |1 78.17289 298.1738%
Adiusted R Sguare Q2064

Residual 213 3I794.5%621 17.81501
Standatd Error 22078

F = 5.51085 Sianificant F = .0198



Table 17

Regression variable showing dependency of factor RA of Dependent
Variable (ORS) on factors of Trust of the Independent Variable
(motivational climate) '

Independent variable DC9
(Trust)

Dapendent variable FA Analvsis of variance
(Role Ambiguitv?

Multiple R . 21289 LF Sum of Mean
sguare sguare
R Sauars . 04532
- Rearaession 2 176.42275 B88.214638
Adiusted R Sauare O34T
Residual 212 IT7146,.I39Z4 17.3527%0
Standard Error 4.184637 >
F o= 5.0323 Significant, F = .0073
Table 18 N I B

Regression variable showing dependency of factor RIn of Denendent
Variable (ORS) on factors of Froblem Managemant of the Independent
Variable (motivational climate)

Indep=ndent variable DC4
(Froblam Manacement)

Dependent variable RIn Analvsis of variance
(Regource Inad=guacyv)

Multiple R « 23827 DF Sum of Mean

squara sguare
K Sauare 00677
Regression 1 208.80289 208.8028%9
Ad iusted R Sguare Q8232
' Residual 212 3I4469.101019 16.36326
S5tandard Error 4,04515

F = 12.76047 &Significant F = .0004

7]
9]



Table 19

Rearession variable showinog dependency of factor LHFtY of Dependent
Variable (LH) on factor aof Froblem Management of the Independent
Variable (motivational climate)

Independent variable DC4
(Froblem Manacement)

Dependent variable LHF1 Analvsis of variance
(Internal Soecific Stable?

Multiple R . 18467 DF Sum of Mean
square sguars
R Sauare L0311
Regression | 272.40088 272.40088
Ad iusted R Sauare L 02831
Residual 210 7713.337R0 I6.73113
Btandard Ereor 5, 08047 ' <

F = 7.414608 Significant F = ,Q070

Tahle 20 - o -

Regression variable showing dependency ot factotr LHF1L of Dependent
Variable (LH) on factors of Trust of the Independent Variable
(motivational climate!?

Independent variahle DC9
(Trust)

Dependent variable LHF1 Analvsis of variance
(Internal Soecific Stable:

Multiple R 2T62E DF Sum ot Mean
: ' square sauare
R Sauare . 5380
Reoression 2 445. 45036 222.82518
Adiusted R Sauare Q48677
' Residual 219 7340.28832 3I6.07733
Standard Error 4.004649

F = 6.17622 Significant F = .002%

“
i



Table 21

Rearession variable showing dependency of vactor LHFZ of Dependent
Variable (LH) on factor of Management of Rewards of the Independent
Variable (motivational climate)

Independent variable DC1G
(Managemant of Rewards)

Depgendent variable LHFZ Analysis of variance
(Internal Specific Unstable)

Multiple R » 19810 _ DF Sum of Mean
sguare sauare
R Sguare’ LDIRZ4
Regression 1 2462.09876 Z62.09876
Ad justed R Sauare 03465
Residual 219 46416.69745 ZT0.70190
Standard Erropr 5.59409%
-
F = 8.57689 Significant F = 0039
Table 22

-

~

Regredssion - variable.'shbwing dependehcy of factor LH#4 of Dependent
Variable (LH) on factor of Innovation and Change of the I[Independent
Variable {(motivational climate)

Independent variable DCLZ
(Innovation and Chanae’

DPependent variable LHF4 ' Analvsis ot variance
(External-Speciftic-Unstable)

Multiple R . 14747 DF Sum of Flean
sguare sauare
R Sauare : L0275
Rearession | 635.82042 45.87042
Adiusted R Sguare L1783

Residual 212 2%460.89454 Z.956648
Standard Error 2.73718

F = 4.71274 Significant F = ,0311



Table 23

Regression variable showina dependencybbf factor LHFS of Dependent
Variable (LH) on factor of Trust of the Indeoendent Variable
(motivational climate)

Independent variable DC?
(Trust)

Dapendent vatriable LHFS Analvsis of variance
(Internal-Glabal-tnstable)

Multiole R . 15503 DF Sum of Mean
sguare square
R ‘Square LO2403
v Regaression 1 41.57350 41.37350
Adiusted R Sauarea 019473
Residual 212 16B8.26295 7. FEFBO
Standard Errar 2.82197
F = 5.22050 Significant F = Q233
. Table 24

Regression variable showing dependency ot factor LHFS6 - of Dependent
Variable (LH) on factor of Orientation of the Independent Variable
(motivational climate)

Independent variable DC1
(Orientation)

Denendent vatriable LLHF & Analyvsis ot variance
(External—-Global Stable) '

Multiple R . 15213 DF Sum of Mean
sguare sguare
R Sauare LO2314
' Regression 1 26.616492 26.61649
Adiusted R Square . 01853

Residual 212 112Z7Z.5143%S5 3. 29960
Standard Error 2.30209

F = S.

I2236 Significant F = .0261



Table 25

Regraession variable showine dependency of factor LHF6 of Dependent
Variable (LH) on factor of Interpersonal FRelationshipos of the
Indenendent Variable (motivational climate?’ :

Independent variable DCZ2
(Interpersonal Relationships)

Dependent variable LHF & Analvsis of variance
(External-Global-Stable)

"Multiole R L20320 DF Sum of Mean
' ' sguare sauare
R Square 04129
- Rearessiaon 2 47.48825 23.74413
Ad iusted R Sauare « QOZ220

Residual Z11  1102.44259 5. 23579
Stangdard Errar - 2.28400

F = 4,54264 Significant F = .0117

Table 26

Regression variable showino dependency of factor LHF7 of Dependent
Variable (LH) on factar of Supervision of the Indeosndent Variable
(motivational climate} ’

Indenendent variable DCI
(Supervision:

Dependent variable LHF7 Analvsis of variance
(Internal-Specific-Stable:

Multiple R 13837 DF Sum of Mean
: » sguare sguare
R Sauare 01915

Rearession |1 22.29815 S2.25815

Adijusted R Sauare 014532 )
: ' Regsidual 212 2677.32531 2.62894
Standard Error 3.9937

3]

F = 4.13797 Sianificant F = .0432



Table 27

Rearession variable showina dependency of factor LHF7 of Dependent
Variable (LH) on factor of Orientation of the Indeoendent Variable
(motivational climate)

Independent variable DC1
(Orientation)

Dependent variable LHF7 Analvsis of variance

(Internal-Specific—-Stable)

Multiple R . 192455 DF Sum of Mean
square sguare

R Sauare . QI789

: Rearaession 2 103.31641 51.65821

Ad iusted KR Sauare 02873

Residual 211 2626.27704 12.44681
Standard Etrror 2.32800

F = 4.15032 Significant F = ,0171



Table 28

Index Reference

Motivational Climate

DC1
pca
DC=
DC4
DCS
DC&
DC7
[l
nCe
DC10
ncil
pCiz

Orientation
Interoersonal Relationships

‘Supervision

Froblem Management
Manaocement of Mistakes
Conflict Management
Communication

Decision Makina

Trust )
Management of Rewards
Risk Takina

Innovation and thange

Oroanizational Role Stress

IRD
R3S
REC
RE
RO
RI
FI
8RD
Ra .
- RInm

Learned

Interrole Distance

Role Stagnation

Role Expectation Conflict
Role Erosion

Role Overload

Role Isolation

Fersonal Inadeauacy

Self Rpole Distance

‘Rale Ambiouity

Resaurce Inadeauacy

Helplessness

LH1
LHZ
LHZ
LH4
LHS
LH&
LH7
LH3

Internal-global-stable
Internal-global-unstable
Internal-specitic-stable
Internal-specific-unstahle
External-alobal—-stable
External-global—-unstable
External-specific—stable
External-specific~-unstable



DISCUSSION AND CONCLUSION

In the oprevious section. results were presented in
tabular form depictine means and S.Ds.  intercorrelations and
rearessions of factors of motivational climate AMAD—-C)

organizational role stress (ORS) and learned helpnlessness (LH).

From Table 1, ORE and LH. we mav conclude that in 0ORS.
the highest stress factor was RE i.e. RFole Erosion. Respongents
felt that soma functions which shouwld be pronerlyvy belonoinog  to
his role are transtferred to or perftormed bv some other role. It

-
ceould also be that the functions are performed bv  the role
occupant but the credit for them ooes to someone else.” There mawv
also be a feeling that the importance of the role has been

a

eroded.
In learned helplessness. internal-specific attributions.
internal—-specific-stable and external—-alobal-unstable attribu-

tions were Tound to be hioh amongst this sample.

Thus. the sample, predominantliy ascribes the outcomes of
their actions to themselves i.e. to internal factors. These
internal attribution of response—outcome non-contingency ate
likely to result in petrsonal helplessness. characterised Ey the
belief that an outcome is independent of one’ s own Pésponse. A
part of the sample seems to be sionificantly high in attributing
their outcomes to external causes i.e. thev believe that outcomes
are as likelv to happen to themselves as to relevant others.
According to Abramson et al. (19680)., external attributions of

response outcome non-continagency mayv result in untiversal



helplessness. In the motivational climate scenatio, all factors
of MAD (C) seem to be contributino equally to the climate of the

otraanization.

From the»correlation.mafrim a significant correlation is
observed between inter-role distance (r = .1752; p = .01) and
management of mistakes. Inter-role distance is the conflict the
individual experiences between the different toles he has to
occupy e£.0. conflict between his otcanisational roles as an

xecutive and his family_wole as husband and ftather. Manageméﬁt
of mistakes. a factor of thé motivational climate of the

>

orpanisation is -basicallvy the supervisor’'s attitudes towards
subordinate’'s mistakes - whether it is annovance. ~ concern or
tolerance. The correlational finding is corroborated from .the
regression . analysis, whgre‘signifitantVdgpendéhte'df,tﬁef ihfér—-
role diétance on -management of misfakes 1s séen (Pefef tableVE'

~

rs = (03, F = 6.75. Sie. at .01).

Significant dependence oaf rtrole staanation (RS on  the
problem management aspect of motivational climate is observed
from the rearession analvsis (Table 4 re = 02, F = 4,44 sia.
at L3 . Role stapnation is the problem of role orowth and
becomes an acute problem when an individual has occupied a role
for a long time and enters another role in which he mav feel less
secure. Thus the demand of the new role produces stress in the

individual. This aspect of stress is seen to be dependent on the

wav problems are reviewed in the organisation — are thev seen as

40



challenges or irritants; and the way they are solved - singly by

the supervisor or jointly by the supervisor and subordinates.

Significantb neogative correlation has been found between
Role Expectation Conflict (REC) and the Climate of Trust (r. =
-.1749, p = .01) in the crganisétion. Role Expectation conflict,
which is the conflicting or contradictotry demands from the t+ole
and what he actually has to do is dependent on the terust, or its
absence, amcng various membetrs énd aroups in the oraanization as
seen from the regressions (Table 5§ < = 03, F = 4.8, Sia.
at LO1) . There is significént dependence of this role
expectation conflict on the problem management aspect of.s the

climate of the organisation (Table 6).

The stress of role erosion is felt by a tole occupant when
he feels that some functions which he would like to oerform are

beina performed bv some ather role occupant. This aspect of
otcanizational role stress is seen to be siaenificantly correlated
~

with many factors of the climate. 1t is neacatively corerelated

with oroblem manacement, trust and manacement of rewards of the

|

organization (Table 2 r = —.2F at p = .001. —-.17 at p = .Ol.

-.19 at p = .01 Pespectiveiy. Rewards reinforce specific
behaviours, thetreby arousinog and sustaining specific motives.
Conseauently what is rewarded in an oroanization influences the
motivational climaté. Role erosion was found to be positively
caorrelated with decision makino (r = .18 at p = .01) aspect of
the climate of the organisation. The decision making aporoach of
an organisation can be focussed on maintaining aood relations o

on achievina results. In addition. the issue of who makes
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decisions is important; is it people ﬁigh in the hierarchy.
expert or those involved in the matters‘about which .decisions are
méde? The correlations of role erosipn with the factors df the
climate was- further ;orrabnréted by the findinas of | the
rearession analveis where the dependence of role erosion on
problem manacement, trust and management of trewards was confirmed
(Table 7.8.9 (RZ = .06, F = 12.6, Sig. at .000S, R2 = .10, F =

11.99, Sig. at .0001, RS = .11. F = 9.53. Sig. at .0001.

The stress brousht about by role Dverloéd (RD) was not
significantly cotrrelated with any factors of climate. Role
&

overload is experienced bv the role occupant when he feels that

Vs

there are too manyv expectations from the siaonificant roles in his

role set.

'The- Role Isolation stress refers- to 'a"psychblogital‘

distance between the occupants role and other roles in the same

role set. It is found to be significantly and negativelv
correlated with problem management and Trust (r = .20 at o
= Q1. o= =—-.16 at o = .Ql1) respectivelvy - Table 2). The

correlation findinaos are further emphasized bv the significant
dependence of this factor of trole isolation on problem managcement
and trust (Table 10. 11 R = .12, F = 9.53, Sig. at .001, R<
= .07, F = 9.10, Sig. at .OO;). Thus the stress the role
occupant feels due to role isolation seems to be dependent in the
way problems are managed in his organization: whether thevy are

solved by the supervisor, ot whether the subordinates are taken

into consideration etc. Role isolation also seems to be



dependent on the climate of trust; if trust is present among the
peoonle in the orpanization., there will be less role isolation.
French and Caplan (197%) and kKahn et al (1964) camé rouahly tﬁ
the same conclusion that mistrust of oersons one worked with., was.

positively related to hiah role ambiguity and related stress.

Fersonal Inadeguacy (FI) and the stress brouaht about by
it is found to be dependent on interpersonal relationships and
manacement of mistakes (Table 12. 13 RZ = .03, F = &.%, Sio.
at .01. R © = .06, F = 6.37. Sig. at .002). In oroanizations,
Vinterpersonal relatidn pro:esses-are reflected in the wav in
which informal aroups are formed: if thev are formed for-” the
purpose of protecting their own interest then a glimate of
control develops: if people tend to devleon informal
relationshipé, a climate of_dependency rgsults. Managemént‘ of
r'mistakes,‘isrthe atﬁifud@ tﬁe managementftakeé—towards 'ﬁiséaﬁes‘
the subordinates make — is it one of annovance. concevrn o
tolerance. The inadeauacy anvindividual feels due to his lack of
training or skills for effective performance seems to be directly
dépendent bn the above two aspects of the orcanizational climate.

However no correlation with anv factors was found.

Self-Role Distance (SRD) is the conflict between the sélf
concept and the evpectations from the role as perceived by the
role occuﬁant. If a person onccupies a role which he mav subse-
aquently find conflictino with his self concest., he feels the
stress. This factor of stress has shown siagnificant dependence

on problem manacement and trust factors of motivational climate



(Table 14,15 R< = .02, F = 4,03 Sig. at .05, RS = .05, F = 5.08,

Sio. at .01).

Role Ambiguify (RA) takes place when an ihdividual is not
clear abéut the various expectations'people have from his role.
This factor has shown significant dependence on the same factors
that self-role distance has shown i.e. oroblem manacement and
trust (Table 6. 17). 7Thus role ambiguityv induced stress, is
also dependent on the attitude of the organization on solvina its

oroblems as well as the degree of trust present amonoc various

members and grouns.
o

Finally, Resour;e’Inadequacy (RIn) or the feelina that

s

(i) the role occupant does not have adeauate resources to perform

the role effectively (ii) that he is not equipped fully “(lacks

-

humanjﬂe50UPcés or material'reSDurces)-for‘effective_ performance.

of the role: has been found to be positivelv correlated with
problem manacement = W24 at p = L0001, This is confirmed
f+raom the reoressions Table 18 (R< = 05, F o= 1207 Sig. at L0010,

This implies that stress arising due to inadeaguate resources,
internal or external is dependent on the wav oroblems ate seen by

the organizations - as challenoes or irritations.

Learned helplessness is the cognitive state of a beino
which believes that whatever it does is not goino to alter the
outcome of an event. In othet+ words, it comes fo bélieve in
response—-outcome nqn—contingency. Eiacht factors which ware
combinatione of attributions of I types (attributions are . the

dimensions for success and failure on a task).
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- Internal-external
- Stable-unstable

- Global-specific
Eioht factors are:

Factor I Internal-global-stable attributions

Factor 11 = Internal-alobal-unstable attributions

Factor III

L]

Internal—-specicic—-stable attributions

Factor v

Internal-specific—unstable attributions

Factor Y Extérnal‘qlobal—stable attributions

Factor VI

External-clobal-unstable attributions

Facéur VII External-specific-stable attributions

Factor VIII

External—-specific—-unstable attributions.

Fraom the correlation table. correlation between the Factor

"I, i.e. internal-global—stable state and oroblem manacement was

siagnificant and positive (r = 1B, p = .0Q1)., From regression

analvsis it was found that this factor was also dépendent on

]

problem manaaement Table 1% R= = 03, F = 7.41, D = 0013,
Factoe I also showed deoendence on the trust factor of
motivational climate (Table 20, RS = JOS., F = 46.17, Sig.

at .0o05). Thus the internalizino of helplessness. due to stable
factors like one’'s ability or task difficultyvy in a alobal manner,
i.e. generalizino it to a wide variety of situations mav be said
to be dependent on the problem solving attitude and trdst amono

individuals in the oarganization.



The second factor of learned helplessness i.e. internal-
alobal-unstable. is positiveiy correlated with conflict
management (+ = .17, p = .01),. The attributé toward the
management of conflicts - whether thev are seen as embarrassing
annovances to be covered up o+ as ptrablems to be solved, is one
of the processes which significantly affects the climate of the
organisation. This factor of learned helplessness is negatively
and significantly related to managementrof rewards (+r = -.19, p
= .Di). This is corroborated from the rearession téble which
shows significant dependencies of the intermnal-specific-unstable
éttributions of learned helplessness on managemeht of rewatds

) . &
= , 03, F = 8.5 5ig. at .003). Thus helplessness

1)

(Table 21. R
dus to internal factors which are not specific to one situation
.and which mav fade as time passes. seems to be dependent on  what
is. héwardeﬁ ih‘thexargani;atiﬁn. ‘No 'significan? relafidhshibs‘

were found for the third factor.

The fourth factor showed no correlation with anv factor of
the cclimate but signiticant dependence on innovation and chanoe
factor of the climate was observed. Thus learned helolessness
due to internal treasons. the outcome for which individual
attributes to himgelf for a gpecific situation for a brief
period, seem to be directly related and dependent on  the
atmosphere of change and innovation in the oerganization (Table 22

R = .02, F = 4.7 Sig. at .05).

The fifth factotr External-clobal—-stable is when the
individuals ascribes the helplessness to external factors, likely

to be present over a period of time. affectino a wide variety of



situations. This also showed no sianificant correlation with any
factors of motivational climate . From the tegression analyéis
however, we can see that it is dependent on the trust factor of

. - : o -
motivational climate (Table 2% R< = 02, F = 5.22, Eig. at .0%).

The Sixth factor, i.e.., Esxternal-plobal—-unstable shows that
it is dependent on the Orientation and Interpersonal Relationshiop
aspects of the motivational climate. However no sionificant
cortrelation has. been found with anv other factors of ORS or MAO
(C) (Table 24 and 25 R< = 02, F = 5.00, Sig. at .05, RS = 04,

F = 4'_‘54._, Sig. at .01).

0

The seventh factor external-specitfic-stable. where the

individual ascribes his helplessness to external factors, not

within him, in specific situations for a period of time. - again

shows dépendence on the Orientation aspect of the climate. - ,ThUé'
if the dominant orientation of an orocanisation is to adhere to
established rulee. the climate will be characterized bv controls
on the other hand. if the orientation is to excel. the climate
will be characterized bv achievement. This factor of learned

helplessness seems to depend on the dominant orientation of the

climate.

The eiahth factor shuws no significant correlation as well
és no significant deoendence on any of the other factoﬁs. This
factor is the external-specific-unstable dimension of learned
helplessness where the individual attributes his oproblems to

external factors. for a specific time period and situation.
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Thus, we see that certain dominant factors of the
motivational climate of the organization, affect the stress faced
by the individuals in the organization as well as the
helplessness thev experience. The ﬁlimate,that is created by
‘trust’ among vahidus members and gtroups (or its absence) as well
as the ditfferent percspectives and wavs of handlino probiems,
atfect the individuals in a significant manner - enouch to
significantly increase or decrease their stress as well as  their
learned helplessness. Another salient factor aftfectina the
climate ot the organization i€ the manactement of rewardes - i.e.
what 1is rewarded in tﬁe arcganization has oareat beariﬁg- on 1its

&

climate which in turn has bearino on the role strese and learned

helplessness of individuals., As in evident., onlv significant

results have been discussed.
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SUMMARY AND SUGESTIONS

The present studv is an attempt to investioate the
relationship between arcanizational role streass. lgarned
helplessness and motivational climate and observe the dependency

of»the former two variables on the latter.

Motivational climate., the independent variable of the study -
can be defined as a set of “attributes" which can be nerceived
about a particular otrganization and/or 1ts subsvstems., and that

4

may be induced Trom the wavy that orcanization andsor ifﬁ
subsvstems deal with their members and envitronment (Schneidéﬂ
1973y. Organizational Role Stress ig related ?a, conflicting
exéectat;cns. Thé_ maiﬁ _cha?atterist}c éf cgnfii;tr_is the
Sincompatiability ofl some variables relatino to the role of an
individual which may have some conseaquences fot the, individuals
role’ performance. Learnaed helplescness, the second dependens
variable is tne cognitive state of a ‘being’ (of humans ot

animals! which believes that whatever 1t does i not ooing to

alter the outcome of the event.

Manvy studies have been conducted on organizational role
stress. and motivational climate and the effect of the climate on
variopus factore of stress. However no studv has been reported on
the relationship and dependency of stress and learned
helplessness on the clihate of the organization. The present

study is an attempt to fill this void.
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The sample comprised of 220 respondents belonging to the

middle

Motivational climate and stress in. the organization was

using t
Learned

Festonje

Means and S.Ds intercorrelations and reagressions were

to

role

respondents.

felt th
their

holders.

ihtermret the data.

management of

he

Helplessness '

e and Reddy.

at

five units of

instrument MAO-C and ORS developed by

was measured usinag a

erasion was the hiaohest factor of stress in this

some functions which would be properly

the Enaineerine Industry
analyzed
Udai Fareek.

scale developed by

used

From the results, it was observed that

aroun of

One may conclude that by énd laraoe the resoondents

»

belonoina to

role are transferred to or performed bv some other role

-

Régarding- motivational climate certain dominant factors of

the

cli
helpless

Ctrust’

mate of the

ness of the i1ndividuals.

among varilious members and oroubs

organization

affect stress and learned

The climate that is created by

(ot its absence) as well

as ‘problem manavement’ or the different perspectives and ways of

handling
enouah
learned
climate
rewards.
bearing

‘learned

problems. affect individuals in a siagnificant manner

to siaonificantly increase or decrease their stress and
helolessnese. Another salient factor affeciinag the
of the organization is observed to be management of

Thus what is rewarded in an organization has areat
on the stress levels of an individual as well as the
helplessnesé' he experiences.

w
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Executive stress undoubtedly takes“heavy toll of human
health, | as also organizational wellbeing. Therefore each
organization has a definite reéponsibi}igy to reduce stress faced
by the e#ecutive by firstruﬁderstanding the basis for stress and
thereafter iden;ifying copino stratecies. In the present studyv
role erosion is hicghy; one may assume then that there 1is faulty
integration in the organizatién. HRD interventions should be
aimed at improvina this faulty integration sa that the self
concent of the executive is raised and his arowth need and self-
actﬁalization needs are satisfied. Similarlyv, trole expectation
canflict is another cause for stress amono the executive. 5019

clarity excercises should be undertaken so that the roles are

a

cleaﬁly defined both for the executive as well as other
significant persons. Cpmmupicatignrexercises méy be caﬁrié?' out
so'that'fhe cb@munication gap'befwéen individuals ié'éedudéd.:'ﬁy
role play the top manacement may realize the oroblems faced by
the subordinates and reduce the distance between tham. A module
on stress management mav be held and help the i1ndividualse in  the
oraanization to discuss and ana;yze the organisational stresses
in detail. These data mav then be compared with non-—

organizational stresses and ‘enabling’ strategies to bridos the

gap between the two mav be evolved.

Thus effective management of stress involves ditrecting
stress for bproductive purposes. preparinog +tole occupants to
understand the nature of stress., helping Eole occupants to
understand their strengths and usual styles and eauip them to

develop approach stratecies of copino with stress.

S1



Functional and dvsfunctional copinag stratecies vis—a-vis the
ten role stresses measured by the ORS scale used in the present

study are ociven below:

Coping Strategies for Role Stresses*

T — s 1344 o e bt (i A AR S I i b i O et M M e S s i M Mo ke P B S e Moy M A AL M e e dhr 4 A B L S e S G S0 SEA: TS e e e o S A a0 e o S e S da

Role Stresses Dvsfunctional Functional
Stratecies Strateaies
1. Self-trole distance tRole rejection, tRole inteoration

Self rejection

2. Interrole distance tRole partition. tRole negotiation
) Role elimination

Z. Role staanation tRole fixation tRole transition
4., Role isolation tRole boundness tRole linkaoe *
S. Role ambiguity tRole prescrintion thole clkarifi-
cation
"~ &. Role expectation - tRole taking :Role making -
conflict ' . R . L "
7. Role overload :Role reduction tRole slimming
8. Role erosion tRole visibilitwy tRole development/

enrichment

. Resource inadeaquacy tRole atrophyv tResource ocenee—
ation
10.FPersonal inadequacy tRole shtinkacge tRole linkage

Sputrce: Chapter 11&, Oroanizational EBehaviour FProcesses, Udai
Fareek, Rawat Fublications. Jaipur. 198B.

Learned helplessness, is the cognitive state of a ‘being’
which believes that whatever it does. is not goincg tb alter the
outcome of an event. In other words it comes to believe in

response-putcome non—-continoency. " Some interventions to



alleviate learned helplessness are sugoested as follows:

(Abramson et al 1980). |

a)l - Chanoing the estimated probability of the outéome. This is
done by changingo the environment in such é_way as to reduce
the 1likelihood of aversive outcomes and increase‘ the
liklihnod of desired outcomes.

b) Making the highly preferred outcomes less opreferred by
reducing the aversiveness of unavoidable outcomes o the
desirability of obfainable outcomes.

c? Chanaina the exnectation from uncentrollability to
controllability when the outcomes are indeed obtainable. If
the individual _doea not know how to omit the approoriate

resnonses ther he or she should be trained in the.skills.s

o? Changing uwnrealistic attributions for failure to MTHE
realistic attributions = such as external. specific - and’
unstable - and chancino unrealistic attribution for success

to internal. alobal and stable factots.

5
Q
i
-
g
3

Another  wey mavy be to Job 1na zuech a wav =0 that
the individuals wil euperience reasonable levels of success earlv
in their career. These stratecies mav be incorporated into

training and/or orientation oroorammas Martinka anod  Gardner

1882,

Research bv Devellis. Devellise and Mclasllevy (196%)
demonstrated that learmned helolessness can be acauired by
observino a model. Thus the recinrocal oroposition that people
can unlearn oraanizationally induced helolessness (ODIR)

vicariouslyv appeare treasonable. Therefore. iT organizationz were



to develop prootrammes to make successful emplovees more visible
and reward success through stratecies such as social recoonition,

‘learned helplessness mipht decrease.

Organizational climate has an enormous influence on
organizational effectiveness., efficacv and role stress. An

achievement climate <seems to contribute to effectiveness.,
satisfaction and a sense of internalitv: a climate characterized
by spert influence seems to contribute to organizational
attachment. and a climate characterized bv extension seems to
contribute to oroanizational commitment. @~ All these climates
’ . _ -

foster relatively low levels of role stress. A control climate
seems to lower role efficacy, Jjob catisfaction. organizational

commitment, organizationa; attachment and total'effectiyenegs and

- to fuéter,relatively high levels bf:role stress. AN affi]atibn'

climate tends to increase both satisfaction and effectiveness and
decrease role erosion and feeling of 'inadequacy. Thus the
oroanization climete =sems to be a decisive Tactor in  deciding

the role stress of the individuals and to extrapclate it, their

learned helplessness.
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