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INTRODUCTI ON

EDA 825 Managerial Psychology is a second semester teditcr
course. It is a compulsory course for studentsdadational
Administration and planning programme. The coussene of the
courses for the award of an M.ED (Masters in Edanal

Administration and Planning in (NOUN).

The course consists of three modules. The firsti®tee
conceptual explanation of organizations and persibehaviour.

The second module consists of practical informatiat has to do
with how managers could motivate their personneh&de
organization more effective. In addition, managentleaories and
approaches were discussed. The third module expbsedudents
to the issue of leadership, leadership styles hed¢ry relevant
concept of stress in all its ramifications. Thisise guide tells you
what the course is about and gives you guidan@ssessment

procedure.

COURSE AIM
The aim of the course can be summarized as fellthis course
aims to give you an opportunity to understandpychology of

managing people in organizations.

This will be achieved by aiming to:

Introduce you to the concept of organization,
Describe the structure and the attitude of perslbinn
organizations.

Explain the place of motivation in organization

Demonstrates the importance of planning in orgdioza



COURSE OBJECTIVES
To achieve the aims set above, the course setalbgbjectives. In

addition each module also has specific objectivieshivare always

included at the beginning of or module; you shaelad them

before you start working through the units; witistivay you can

be sure that you have done what was required wfryeach

module.

On completion of this course you should be able to:

Explain the concept of Organizations

Describe organizational structures

Identify formal and informal organization

Explain the attitude formations, and its sources in
personnel.

Discuss the concept and place of conflict in orgamons.

Apply the concept of motivation in managing orgaians.
Explain the relationship between leadership
organizational management.

Describe the concept of stress and how manageld cou

identify, and manage stress among the subordinates.

COURSE MATERI ALS AND STRUCTURE

Course guide

Study units
MODULE |

Unit 1 Understanding Organization

Unit 2 Organizational Structure

Unit 3 Organizational Attitude

and



Unit4 The essence of organizational planning

Unit 5 Organizational Conflict

MODULE 1l

Unit 1 Effectiveness in organization

Unit 2 Human Motivation in organizations

Unit 3 The importance of Motivation in Management
Unit4 Management Thought and Theories |

Unit5 Management thought and Theories Il

MODULE 11l

Unit Leadership in organization

Unit 2 Leadership styles

Unit 3 Managing stress in organizations |

Unit4 Managing stress in organization |l

COURSE SUMMARY

The first module is an indepth explanation of itieaning of
organizations, the structures and the differentedsn formal

and informal organizations. The attitude of per$aits

formation and the sources of such is also expiaimbe need
for planning and the process of planning is alsscdbed. In
addition the concept of conflict is explained d@nslrational in

any organizational set up.

The second module discusses issues of effectivémess
organizations. This was analyze comprehensivelghey study
of the use of motivation as an instrument of orgatonal
success. In addition to motivation, the variousrapphes to

management thoughts and theories were explained.



The third module emphasis the place of leadershgyarious
leadership styles and the inevitability of striessrganization.
The study was rounded up with the fact that stegber

positive or negative is needed in the organization.

THE ASSIGNMENT F ILE

In this file you will find all the details of theavk you must
submit to your tutor for marking. The marks youaob for
these exercises will count towards the final waok pbtain for

this course.

ASSIGNMENT

There are three aspects to the assessment obtirisec First
there is the self assessment exercise which you emdgavour
to attempt then the tutor marked assignment aradlyithe

examination at the end of the course.

HOW TO GET THE MOST FROM THIS COURSE

In distance learning, the study module replacesitineersity
lecturer. This is one of the great advantagessihdce learning;
you can read and work through specially designedyst

materials at your own pace, and at a time and pleatesuits

you best. Think of it as reading the lecture indteflistening to
a lecturer. In the same way that a lecturer mighyysu some
readings to do, the study module guides youhawato
undertake the practical work (Practicum). Just est@rer

might give you an in-class exercise/orientation.

Just as a lecturer might give you in-class exergise study

units follow a common format. The first item is iatroduction



to the subject matter of the unit and how a paldicunit is
integrated with the other units and the courseabae. Next

Is a set of learning objectives. These objectinésrm you about
what you should be able to do by the guide youdystWhen

you have finished the unit; you must go back aretklwhether
you have achieved the objectives. If you make at lndiloloing

this, you will significantly improve your chancesgassing the

course.
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UNIT I: UNDERSTANDING ORGANIZATIONS

1.0
2.0
3.0
3.1
3.2
3.3
4.0
5.0
6.0
7.0

1.0

2.0

Introduction

Objectives

Main Content
The Concept of Organization
The Alternate Views of Organization
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Tutor-Marked Assignments.
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INTRODUCTI ON
In this study unit, we shall try to understand tbacept of
organization. The unit will also introduce us te thcommon
and alternate views of organizations, the otheterd that
you will learn in this unitis an explanationtbg fact that
the school is an organization; finally the objeetas specified

below will also be achieved.

OBJECTIVES
By the end of this study unit, you should be able t

1. Explain the concept of organization.

11



2. Identify the common and alternate views
organization

3. Describe the school as an organization.

3.0 MAIN CONTENT
3.1 The Concept of Organization
Historically man has been identified as been kdrtdgether for

mutual purposes.

These have given rise to all organized pattern seat social life
and in every facet of life. The essence of orgdrmnas to have
orderly, coherent responsibilities, which are sbdaamong
members and are fully coordinated to meet therozg#ional

goals.

The Oxford Advanced Learners Dictionary: definggamization as

a Systematic arrangement for a definite purposéore
academically biased definitions of the concept hamee been

advanced by a number of scholars  Schein (197i0gs that
organization is the rational coordination of thé\aies of a

number of people for the achievement of some comexpiicit
goals, through division of labour and functionsg &mrough a
hierarchy of authority and responsibilities . Howev Bierrien

(1976:) using general systems theory, describesnargtion as

an integrated system of interdependent structurds a
functions. It is constituted of groups and a group

consists of persons who must work in harmony. Each

12
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person must know what the others are doing. Eaeh on
must be capable of receiving messages and must be

sufficiently disciplined to obey .

Organizations could be seen as collectivities liaae been
established for the pursuit of specific objectivasa continuous
basis. Organization exists in and interact wittiety and that

accounts for or insistence of a social system.

The formal nature of an organization presupposatspbople, their
behaviours and their associations belong to a Isygeem of social
relationships of which a single formally organizaterprise is only

but a sub system.

According to Etzioni (1964) an organization mde defined as a
social group that has been deliberately construatedder to

achieve certain specific goals.

Finally, an organization according to Olagboy@0#) can be

defined as a collection of people who have unitggther to
pursue and achieve a common aim through colleefificets and

the pooling of resources. The common charactesisti@an

organization include composition of people, stiabjectives,
allocation of resources, practice of division didar and
coordination of activities among others. In evergamization, there

is need to make things happen and get tasks pextbrm

Self Assessment Exercise 1

Based on what we have discussed so far, coulddemtify the

common characteristics of an organization?

13



Let us continue our discussions and see how vasatemate

views explains the relevance of these charactesisti

3.2 The Common and Alternative Views of organizatio

A commonly held view of an organization is thataxganization is
not only real, but it is also distinct from actiofeselings, purposes

and needs of the people in it. For example statergonents could
close down state  owned companies, considasdailures and
redeploy the workers. The notion here is that tigaization is

bad but its people are not. The alternative vieyues that
organizations are made up of people whose inteasiactions,
purposes and needs should be the main concernni@agans

have no real existence apart from that of the jgeiopthem. The
alternative view rest on some fundamental concaptidnich takes
people as non independent part of the organizafiocording to

this view, the people in an organization are like tolour

extension or form of a table; traits that are mditally located in

it. A given act is conceived as deriving from thhgamization and
the personality therein. That is to say that sdmgddaviour results

as the individual attempts to cope with an envirentrtomposed

of patterns of expectations for his behaviour irysveonsistent
with his own independent pattern of needs. Thus,roay say that
behaviour in an organization is a function of aegivnstitutional
role defined by the expectations attached to d,the personality

of the particular role incumbent defined by hisdsedisposition.

Now you understand that there is a relationshipvben the goals

14



of the organization and the needs, aspirationganckptions of

the personality in the organization.

Self Assessment Exercise 2
Given our discussions so far, Are you convinced tiia school can

be described as an organization?

Let us continue our discussion and affirm thatdtieool is an

organization just as other social economic orgdiuas.

3.3 The School as an Organization
The basic concept of an organization is a logiaabnal
progression towards the meeting of the objectikias dre already

predetermined. Using the general systems theogysthool is

comparable with the energy system that has inputgesses and

outputs which can be put diagrammatically as:

Input Process

v
v

In the school, the inputs would be pupils, studeeching
materials, books and school equipment and fasliti The process
takes the form of teaching and learning, charamtdrby teachers

pupil rapport, pupil assignments and other foraral informal

15
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interactions between teachers and pupils. Tpea®d outputs

would be educated individuals.

The organizational relationship, which is devetbpé the school
system are expressions of value systems inaal&i human
systems, the organizational task and the percesitedtion. The
interpersonal relationship within the school takasous patterns.
In applying Max Weber s bureaucratic model to s¢hadividuals
within the school organization have one or moresab play. For
instance inthe school system, one person igrered as the
head, i.e the head teacher or principal as theroagebe. Certain
other functionaries are delegated authority of okiad or another.
Specific individuals talk more frequently with serpersons
(teachers and students) than others; individuaarnlof where to
go and who to consult for help at any moment.séHacilitate the

mutually dependent teaching and learning activitigbe school.

In addition school organizations create the stmattarena or a
cooperative system in which there is an accepaigm of
purposes, a sense of identification and belongingntinuity of
interaction, differentiation of functions and coimas integration.
You will agree with me that the school organ@atcreates and
maintain environment in which complex sets of hunma@raction
occur with same regularity and predictability. cléates certain
roles that specify certain behavioural expectatidimat is, the
homothetic aspect of an organization. But this nbasin accord
with the individual personality traits, idiosyncres, and need
dispositions, also termed the ideographic aspeahafrganization.

Consequently the prevalence of a state of equilibibetween the

16



two aspects the individual needs and the needpamibses of

the school as an organization.

4.0 CONCLUSION

In this study unit, you have learnt about thecat of
organizations. You can now explain the characterisof an
organization. In addition you can describe the sthe an

organization.

5.0 SUMMARY

This study unit has exposed you to the concepbajanization.
You have learnt the common and alternate viewsgdruzations.
Finally you learnt that the school can be descréedan
organization because of the characteristics anguhgoses it

Serves.

6.0 TUTOR - MARKED ASSIGNMENT
(1) Explain the concept of organization
(2) Distinguish between the common and the altermigws
of organization.
3) What major characteristics of the school waukake you

describe the school as an organization?

7.0 REFERENCES/FURTHER READINGS
Barrien F. K. 1976 A general systems approach garmzations
In Owen R. G. (ed) Organizational behaviour in Eation.
New Jersy Prentice hall Inc. Endewood Cliffs.
Etzioni, A (1964) Modern Organizations Englewdgldfs, NJ:

Prentice Hall.
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Olagboye, A. A. (2004) Introduction to Educationanagement in
Nigeria, Ibadan: Kemsio Eductaional Consultants
Peretomode V. F (2001) Educational Administratidpplied

Concepts and Theoretical Perspective Lagos:

Educational research & publishers Ltd.
Schein (1970) Organizational Psychology, Englewabfi, NJ:
Prentice Hall
Udoh S. U. and G. O. Akpa (2007) Educational Adstration in

Joja

Nigeria Theory and Practice, Jos: M. P. ginac Cphtéd.
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UNIT 2: ORGANIZATIONAL STRUCTURE S

1.0 Introduction

2.0 Objectives

3.0 Main Content

3.1 The Two Broad structures: Formal or Informal
3.2 The Importance of Organizational Structure
3.3 Types of Organization

4.0 Conclusion

5.0 Summary

6.0 Tutor Marked Assignments.

7.0 References/Further Readings

1.0 INTRODUCTI ON

In study unit 1, we defined the concept of orgaimza the study
unit also introduced you to the common and alternaws of
organization. You can now explain the fact that teehool is an
organization. You are about to study anotherptidaspect of

organization which has to do with the structures.

The study unit will therefore lead us to the knaige of the
importance of organizational structure and othpeets as will be

specified in the objectives below:

2.0 OBJECTIVES
By the end of this study unit, you should be able t

1. Distinguish between formal and informal organizasio
2. Explain the importance of organizational structures
3. List and describe the various types of organization
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3.0 MAIN CONTENT
3.1 Structures of Organization
According to Udoh and Akpa (2007) there are bakitalo broad
structures of organization. These are formal iafarmal

structures. Thus we have formal and informal orzgtions.

Formal organization are viewed as establishmenth®explicit
purpose of achieving certain goals, possessing,rdksigned to
anticipate and to shape behaviours in the direcfdhese goals
formalized with clearly marked line of communicatiand

authority.

Denga (1982:) opined that formal organizationplaned and

involves rational condition of activities for tlaehievement of

explicit common goals . In a formal organizatioeréfore, the

system of roles is officially arranged in arbrehical manner for

the performance of tasks. It is bureaucratic andegliby rules

and policies that reflect the socio psychological and
administrative assumptions of the designers. Its mmon
characteristics include coordination of activitisgecialization,

stability (order), authority, compensation, repkméty, and

impersonal orientation. Striking example of forroedanization are

the school, banks, and government agencies, bgsamsrprises

organized labour unions and associations. Decrsiaking in

formal organization differ and they also help tstitiguish

organizations. When the decision making procededentralized,

the organization is said to be flat. For examplsphital schools and

other democratic institutions. But where the decishaking is

20



highly centralized, then a tall organization prévaig Military

organizations.

My dear students, from this explanation what do ythink the

structure of the other form of organization wouwddK like?

Let us continue our discussion by explaining the forimal

organization.

Informal Organization is  formed from the interperab
relationships in the organization that affect decis within the
formal structure, but are omitted from the formetiesme or are

not consistent with that scheme.

Informal organization has a dynamic structure coseploof special
interest groups. It is an indefinite and rathencireless set up

that has no definite subdivisions.

Denga (1982:) summarized it as the --- friendshgsociation, or
attachments that inevitably develop when peopte alaced in a
close and regular proximity to one another . Talationship
which grows out of the personal needs of membersasully be

accounted for by the organization.

Self Assessment Exercise 1
Having discussed the formal and informal organazeti can you
mention some informal organizations that are likelype found in

your schools?

My dear students let us go on with our discussiptearning

about the importance of organizational structure.
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3.2 The Importance of Organizational Structure

Formal organization has a formal channel of comoation
between the government and the governed. In otbedsyit serves
as a means of communicating government policiedaedtives or

even information to all members of staff in evesgablishment

formal organizations establishes order becauseeotierarchical

set up. In this way the unit of command is cleasyined. It

therefore reduces power tussles and personalisheta It is

prescriptive to decision of labour and speciaiorati.e various
specialists that make up the organization argyasdiduties in
accordance with their training and specialization
enhancing perfection and increased productivity.
organization defines rules and regulation which tnbesobeyed by
members of the organization. Similarly appointmatd the formal
structure is straight forward since it is basedome

predetermined criteria and the system of scrutingqually

formalized, this makes for effectiveness and efhcly. It is

therefore easier for formal organizations to atth&ir goals and
objectives given their distinguishing charactecsti
coordination, specialization, order compensatiash iampersonal

orientation.

Self Assessment Exercise 2
As a member of a formal organization can you idgikie

distinguishing characteristics in your organization

hereby
rifed

like



3.2.1 Informal Organization: Although the informal organization is

always defined and their inherent dangers of runneamgering

and disruptive tendencies are equally set appate,serve

certain advantages that even aid the productiofyformal

organizations such as:

- Informal organization can introduce reliableamations that
could even be adopted later as part of the formtém of

operation.

This is particularly true of school organizatiom éxample, a group
of teachers could initiate programmes with potésitia benefit the
school and such could later be adopted by theoschwincipal.
Similarly clubs or associations started by stisieould be

adopted and officially recognized by the schoohatity.

- Informal organization in its grapevine activitieslps to
facilitate quicker dissemination of information ki the
organization.

- It also helps to pass information on sensitiveesdhat
regime caution up to the hierarchy of administratd the
organization.

- Informal organization helps to test the populaoityquality
of an administration.

- It has become an instrument of check and balan¢keon
school administrators.

- Informal organization protects the worker from &doy

management.

23



- With the cooperation of the informal leader workulgbnot

proceed smoothly and productivity could be hampered

3.3 Types of Organization

You have earlier learnt in this unit that all orgaation placed high
value on rationality, effectiveness and efficien@yganizational

effects are directed towards coordinating and timganaterial and
human resources and every effort towards achiesmiggnizational

goals.

Let us continue this discussion by stating tha,ghrpose of an

organization determines its typology.

We can therefore distinguish four types of formaamizations as

follows:

(@) Organizations for mutual benefits: These aesgure groups
or trade unions that work for their members beésefiThe
participants are normally the major beneficiarladNigeria
there are numerous example of this type of orgéiniza
Nigeria Union of Teacher (NUT) Nigerian Medical Asgation
(NMA), and other professional bodies of lawyergjiagers,
architects etc.

(b) Organization of Business concerns: These aseally profit
making ventures that could be public or privateamples of
these type of organizations include firms, factwriadustries
and services, companies, essentially motivatedafit p
maximization.

(c) Service organization: These differs from oneservice

organization to the other. Whether formal or infafrtiney

24



select their clients which they wish to deal wittddheir
clients participate on a voluntary basis. Schoots$ laospitals
are good examples. They could apply stringentreiia the
selection of clients and at the same time the piaderiients
are compelled to accept their services. Anothesce
organization, where clients are selected and ctetpt®

participate is the army .

The last but not the least is a type where ins&ot¢hese types
emerge in schools, where government embarks opuaisory
universal education programme, reform schools, tahéospitals

and prisons.

- Common wealth Organizations. These are organizatioat
do not have other value, apart from attending ¢éoviklfare of
the society. They exist to ensure peace, progresder and
tranquility. Example of this type of organization

government forces and police, (Udoh and Akpa 2007).

It is important to note that both the formal antbrmal
organizations have their typologies and in ezade they are

inevitable for the survival of the organization.

4.0 CONCLUSION

In this study unit, you have learnt about the dtreee of formal
and informal organization. You have also been imiexl that these
formal and informal organizations are of greatami@nce. Lastly

you have leant to identify the various types ofamrigation.

25
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50 SUMMARY
1. What you have learnt in this study unit is the cinee of
organizations.
2. You have also learnt the importance of formal aridrimal
organizations.
3. In addition you have learnt how to distinguish betw the

various types of organizations.

The study unit that shall follow will build upon younderstanding
to be able to appreciate how leaders operatbenleadership

styles in organization.

6.0 TUTOR - MARKED ASSIGNMENT

(1) Whatis a formal Organization? How is it difat from an

informal organization?

(2) Discuss some of the importance of formal aformal
organization.

(3) Mention at least two types of organizationd §au know.

7.0 REFERENCES /FURTHER READINGS

Laurie J. Mullin (1999) Management and organizadldyehaviour

5t Edition. England: Pearson Education Ltd.
Peretomode V. F (2001) Educational administratAgpplied

concepts and theoretical perspectives Joja: Presskieja

Lagos Nigeria.
Udoh S. U. and Akpa G. O. (2007), Educational Adstration in

Nigeria Theory and Practice, Jos: M. P Ginac Conhtep
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UNIT 3: ORGANIZATIONAL ATTITUDE
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Conclusion

Summary

Tutor Marked Assignments.

References for Further Reading

INTRODUCTI ON
In study unit 2, we discussed formal and infororglanizations,

and explained the importance of organizationalcstmes. The

various types of organization here has to do wabgbe and their

behaviour their personality types and attitude @exgdained. The

study unit will expose you to the meaning andrdgén of

attitude, the many influences on the formationtofuade, and how

attitudinal changes affect organizations.

2.0 OBJECTIVES
By the end of this study unit, you should be able t

)
2)
3)

(4)

Define the term attitude

Explain the formation of attitudes,

Describe the changing attitude of  personnel
organization.

Justify the relevance of attitude to organimadil success.

27
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3.0 MAIN CONTENT
3.1 Defining Attitude

In general, attitude may be regarded as a seripsrebnal belief or

ideas which cause an individual to feel and ackinain ways.
This feeling  aspect indicates an emotional cdrtteat is always
exhibited by individuals in any setting, which indes the

organization.

Attitude can be defined as positive or negativduataon of people,
objects, ideas, or events. For example a pers@pgsition to an
organizational regulation or support for organiaaél polices could
be described as an attitude. Attitudes are stualyedsocial
psychologists because they are important deterrtgnan

behaviour (Schaller 1994).

They substantially influence our reaction in a wideiety of
situations and tend to be quite stable over tistitudes are
fundamental to understanding social perception imxéhey
strongly influence our perception of the peoplemext and the
groups we join or avoid. Psychologists sometimesidee an
attitude simply as a tendency to seek or avometbing. Their
early studies of liking and disliking, approval asidapproval were
helpful but incomplete. We shall therefore exanmarn@oader

definition of attitude. Now let me ask you an exgjtquestion.

Self Assessment Exercise 1
How would you describe your attitude to your stsds a post

graduate student?

28
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Let us continue our discussion.

Attitude is a relatively enduring predispositionréspond in  a
reasonable consistent manner towards a persorct @eation or

idea.

3.2 Forming Attitude
According to Schaller (1994) there are many inflees on the

formation of attitude.

The major influences on the formation of attitude: a

Social Influence: This is otherwise referred tdtesinfluence of
other people. Early in life, the family is the peany reference

group, and parents are said to have the greatastmce on the
developing attitude of the child. It is later ifelthat teachers,

peers and other groups begin to influence attitudes

The mass media (Ottarit, 1994), particularlyvsi®n and the
internet also substantially influence attitudeb tiiese groups
influence attitude through three processes.

(@)  Providing information

(b)  Reinforcement

(c) Identification.

The first way parents or guardians influence atttis by

providing information about people, objects, idgadicies and

events in the world. Also information are providedmass media
such as the television, internet, and radio aseeatiated. A

second means by which attitudes are being influtrcby

29



administering rewards and punishment (Mc Ginniei996) either

by parents or by organizations. More often parprasse children

for expressing some attitudes and disapproves Wiegnexpress

others. Such approval or disapproval has impagiemple s

attitudes. The third social influence on attitugle the process of

identification. People emulate other people thayiag, and this

identification leads to the idea of mentorship. @ohwith peers,
teachers, and other adults also influence oundds.

(i) Cognitive Influence: Another very important source of
attitude is your own reasoning and logic. Often,gedbeyond
what we have been told by other people and wedithings
out by ourselves.

(i)  Behavioural Influences A third influence on people s
attitude is their own behaviour rather than otke.
example when parents make sure that their childoemot
let their siblings or that they do their homewdhe children
should form attitudes consistent with these behavi
especially if the tangible rewards for the behariae small.
Similarly, personnel in organizations form attitedkat are

consistent with the behaviourial pattern of an argation.

Self Assessment Exercise 2
Can you recall any attitude formed by you throughinfluence of

information from parents? State such briefly.

Let us continue our discussion.
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3.3 Changing Attitude:
From our discussion above, it can be stated thédusitourse of
growing up, people form several attitudes. Theseides are
useful in forming perceptions and making judgmersut the
world, and they help in guiding social interactioit.is to be
remembered that attitudes are wrapped up with sopes feelings,
needs, and self concept. To change, such attikgieres a
change in itself. In addition, attitudes are e@smaintain because
a person sees what he or she wants to see andistay ceality
to find evidence to support any position he wdathold.
Modifying an old attitude and replacing it with amone is a
process of learning. An attitude that no longeveeiits function
will cause the individual holding that attitude tfieel blocked or
frustrated. Although many strategies have been eyeplto exert
social influence upon attitudes, three of such Hseen found to
be most successful:

0] Persuasive Communications

(i)  Emotional Appeals

(i) Induction of attitude discrepant behaviour.

0] Persuasive CommunicationMost attempts to modify our
attitudes involve some type of persuasive comnatiun, which

could be spoken, written, televised, or filmed nages which seek

to alter our reactions towards various objectsughological

arguments, convincing facts and authoritativenmiation. The
effectiveness of this strategy has to do with scheacteristics of

the communicator (especially his or her credibjlity
communication itself, in terms of content and foand the

recipients, when these characteristics are favée@rsuasion
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may succeed, however, persuasion may fail anddes will
remain largely unchanged. For example school gemaho
intends to instill discipline in school must commizate it in

actions and in persuasive forms.

(i)  Emotional Appeals: Some attempts to change our attitude
involves the use of strong fear inducing appesalggesting that
failure to adopt certain positions recommendedoorges of action
could lead to truly disastrous results. For exanipightening

films showing diseased lungs and actual lung cancperations

have been found to produce greater changes in sgmakéude

towards their habits than milder communicationscey charts

and graphs.

(i) Induction of attitude  (discrepant behaviour): According to
the theory of cognitive dissonance, human belvay® a strong
preference for cognitive consultancy agreement gntloair
attitudes, opinions and beliefs. Consequently, nekier they
become aware of an inconsistency between two ooe melated
thoughts, they experience an unpleasant statessbiiance and
will actively strive to reduce or eliminate its pesice. The
dissonance theory also suggest that in situatiavhich individual
are offered rewards for engaging in attitude disare behaviour,
the degree of attitude change that is producddwiat a
maximum when such rewards are just barely suffidie reduce

the inconsistent actions.
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3.4 Attitudes for Successful experiences in thelsmol
organization:

If learning experiences are to be successfulpdes towards

teachers as well as towards the school, other ste@ad oneself

cannot be over emphasized.

Teachers should recognize that all successful ilegua
accompanied by changes in attitudes, formal ucstn can
crystalize attitudes already formed sometimeaiit leelp the
student acknowledge falacies in his outlook or kotsfamong his
values. In the long run, attitudes are estabtighe living,
interpretation are tried, confirmed and retainecbadingly. Each
person takes on for the most part, the attitudetlod people to
whom he is loyal. For example students takes #iteteacher/
society. Therefore the principal aim of the schiedb make the
students loyal to his society and develop his tifieation with

good citizens.

40 CONCLUSION

In this study unit, we have learnt the meaningtbfuale and the
formation of attitude in individuals. We also leatimat changes
occur in our attitude due to three successfutegras which
includes persuasive communication, emotional agpread
induction of attitude discrepant behaviour. Findfg study unit
concluded that the attitude for successful leareixygeriences lies

with the teacher, the school and the individudi. sel

50 SUMMARY
The study unit has exposed you to the following:

1. Meaning of attitude
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2. Formation of attitude
3. Attitudinal change

4. Attitude for successful learning experiences

6.0 TUTOR MARKE D ASSIGNMENT:

1. Define the concept of attitude
2. Explain the social influence as a factor in attgud
formation.
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UNIT 4: THE ESSENCE OF ORGANIZATIONAL PLANNING

1.0
2.0
3.0
3.1
3.2
3.3
3.4
4.0
5.0
6.0
7.0

1.0

Introduction

Objectives

Main Content

Conceptual Clarification of planning

The requirement for good planning

Obstacles in the planning process

The planning process in organizations

Conclusion

Summary

Tutor Marked Assignments.

References for Further Reading

INTRODUCTI ON

In study unit 2 and 3, we discussed the orgamimati structure

and also leant about organizational attitude. $tusly unit will

focus on the essence of organizational plannirgyfasction of the

management process. The unit will expose you taoneept of

planning, the requirements for good planning, atdetain the

planning process and lastly the planning processganization.

2.0 OBJECTIVES
By the end of this study unit, you should be able t

)
(2)

3)
(4)

Define the concept of planning

Explain the advantages and requirements fodgoo
planning

Identify the obstacles to plans

Describe the organizational Hierarchy.
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3.0 MAIN CONTENT

3.1 Conceptual clarification of planning.

Planning is probably one of the most important fioms which
any organization or group or individual can tacklecause it
precedes all the other management functions. Totbee
functions play  a supporting role in the achievement of
organizational objectives. Planning must considganizations
leadership and control in order to be effectivanRing takes place

in all organizations and at all levels. Individuplan their daily life

and the activities of their families. Managersnpllae activities of

the organization and they must know what type o$qe,

architecture and management approach the orgamazagieds to
be successful. Planning is a systematic procdsshvdetermines
where an organization or division currently fintielf, where it is
going and how it is going to get there. The plarmeast also
determine what must be done and how it must be.didreehow is
closely linked to organizing, because it leadhdrawing up of a

plan to facilitate the achievement of organizatlarigectives.

Robbins (1984:177) describes planning as the psocef
determining objectives and assessing the way thigjeetives can

best be achieved

Similarly, Marx and Chur (1984: 183) describespiag as the
management task which deals with the:
- Deliberate reflection (thinking, visualizing, digsing, and
deciding) on the objectives which the organizatioione of
its divisions must achieve within a certain period.

- Resources and activities which are involved in finecess.
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- Problems which may arise
- Drawing up of an action plan which shows which

activities must be carried out.

In a nutshell planning is the predetermined plaaacbon which
individuals, groups or organizations follow to aatl achieve

specific objectives.

These definitions illustrates several things. Riag is a thinking
process as well as a doing process. It is futureented and it is
carried out systematically. The planners first folate objectives.
He then identifies the activities which must beriear out and the
resources which are needed to carry out the d@esvidnother
purpose of planning is to use the resources aliiposal of the

organization effectively (Kroon, 1995:112).

It is important to know that all the managementctions form the

integral part of the planning process.

Self Assessment Exercise 1
What is planning? Can you identify any major ewani have

planned for in your life?

Let us continue our discussion.
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You will need to know the necessity for planning. determine why
planning is necessary, we will look at the natprepose,

advantages and importance of planning. Althoughrethee various

views regarding the need for planning, the follogvegems to be the
most important (Kroon, 1995; Smit & Cronje, 1992).

(1) The fast pace of change in the external emvitent of the
organization is probably the most important fagtbich

makes planning indispensable.

(i)  Planning shows direction, if every individuatows what the
organization is striving towards what they are etpé to do
and how the objectives should be achieved, more co

ordination, cooperation and team cohesion will itesu

(i) Planning promotes co-operation between teamd divisions
in an organization. If the objectives are cleadyniulated and
suitable plans are developed, tasks and resocarese
allocated in such a way that everybody can conteilbu

achieving the objectives.

(iv) Planning ensures effective utilization of#able resources.
Activities are carried out in a more structured wayerhead
cost are lowered and performance improved whannad
formally. In the case of informal planning, nothiisgnritten
down and people are notalways aware of thectibps of
others. This leads to delays, duplication wastagkgeneral

in efficiency.

(v) Proper planning improves and facilitates thorknwof

managers because it promotes participation, carésto

38



personnel development and encourages delegationrdCes
also facilitated in that actual performance is cameg with

the set objectives.

3.2 The requirements for good planning.
According to Smit and Cronje (1992) in Bruyns GkeicKriel tand

Malan (2000), the following are the requirementsgood planning:

(1) Planning must start with top  management

communicated to middle and operational managenent.

this way planning will take place in a logical seqce from

one management level to the next and be develoghthw

the framework of the organization s business

Participation in strategic planning by middle ampediational
management must not be forgotten as they are th@ee
who must implement the plans.

(i) The availability of sufficient, correct arrdliable information
from the internal and external environment willued
uncertainties, mistaken assumptions and wrong io@sito
a minimum.

(iif) Since everything depends on planning, plagmmust be
done before any activity takes place.

(iv) The organization s main objectives (missianjl policy must
be kept in mind at all times during the planninggass to
prevent deviation from occurring.

(v)  Communication plays an extremely importane o
planning. Management must ensure that all theopeed

understand the purpose of planning; why it isnspdrtant,
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who must participate in it, what the restructurarg in

planning and what results can be expected.

Finally, plans must be drawn up in writing and berulated as
simply and clearly as possible. They must be relivgastantly in

order to keep up with new development and unexpexsients.

Are you interested in learning more about plagniThen let us

study more by discussing the following:

3.3 Obstacles in the planning process.

Planning you will agree with me is a complex tasl planners
must know how the various sections interact withim
organization. It may be difficult to achieve thigiectives in the
organization, as a whole. In order to facilitate ffhanning process

these obstacles must be taken into account.

Organizations cannot be successful if they candjoisato
changing circumstances. To survive in the long fe¢ha
organization must reconcile its scarce resourcés thve

opportunities in the external environment.

The accuracy of planning is not only determinedHgyplanners
ability to predict events accurately, but also by torrectness and

completeness of information at his disposal.

In addition, it is important to know that human ghomings may
result in the planning and/or execution of plansbeng

successful. Such shortcomings may be attributdldetdollowing

] inability or unwillingness to spend enough timepdanning,
%) inability to take good decisions,
%) lack of knowledge and skills,
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] resistance to change,

%] unsystematic planning or overemphasis on certgiads in
the planning process,

1] inability to communicate the plans correctly andrtotivate
people to work according to the plans, and

%] unjustifiable deviation from the plans

Lastly, planning is sometimes done at a centradt@nd at too
high a level, which restricts participation at lovievels. This

inhibits flexibility in the application of policyules and procedures.

Self Assessment Exercise 2
From what you have learnt, explain briefly whatiyas an

administrator can do to plan more effectively.

3.4 The Planning Process

The planning process takes place systematicallg.plénner

draws up functional plans by using appropriatermigtion from
the strategic plan and draws up operational plénys using
appropriate information from both the strategic &ntttional

plans.

The planning process is divided into steps butratiice the steps

form an integral whole and constantly interact vatie another.
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Step 1: The formulation of the goals and objectives.
Goals and objectives define the results, whiclotiganization
wishes to achieve, in the long medium and shomb.téris
essential that these are clearly defined for eveggnizational

function, sub division or project.

A goal is a general, broad definition of what weshvto achieve and
is not expressed in measurable terms. A goal nuaidbe

formulated in such a way that it reaches too far the future.

In practice all the goals of most managers aradiréormulated,

in the sense that they describe broad task. Howebgrctives are

a continuation of a goal and therefore aimed atltishate
achievement objectives must be written in cleainplanguage so
that all concerned know what is expected of thehjeQives
should be formulated by a team to promote pasicin,
understanding, acceptance and cooperation. Obgsatnust be
adaptable to changing circumstances. They musepte
challenge, but still be realistic and attainablgroon 1995) in

Bruyns, Gericke Kriel, Malan (2000).
Well formulated objectives must meet the followtrgeria:

Y Objectives must describe observable behavioury Tinest
contain action words (verbs), such as: collecttidan, play,
build, execute, arrange, purchase, implement, at@lu

Vv Standards must be set, which will ensure that dlbgscan
be achieved. A standard will indicate a speciiagior date by

which a task, or project must be completed. Théitgu@ow
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good) amount, and cost can and must be, where g

reflected in the objective.

v Every objective must contain a single and measenasult.

Step 2: Gathering Information:

The planner must gather all possible informatiomciwimight
affect the planning and achievement of the objestiAll

information must be gathered systematically frommiw and if
necessary from outside the organization. Quessoich as who,

what, where, when, why and how must be answered.

The planner must look at the past, present, anoiduihe
planner might also find information from similaropects and

opinions from other people or organizations thatwseful.

Step 3: Analyzing the information

It is important that external role players paptite in the
analysis process. This contributes to new insightsalternatives,

better decisions are taken, and the executionasispls promoted.

The new ideas are analyzed and evaluated so #hatalkt suitable
plan can be implemented. The analysis is dgmadans of

gualitative and quantitative yardsticks.

In a qualitative analysis, all prospects, implicat
complication are taken into account. The conseggeace

weighted against one another, and the alternativehawill

promote the image of an organization best will éteosit in order of

importance.

Factors such as legislation, policy, prescripterailability/ and

an obtainability of resources and feasibility ofigas plans. A
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guantitative analysis is the drawing up of an eastenFor example
the cost of establishing a science secondary s@wobmpared to

the general secondary school.

Step 4: Drawing up a plan

To round off the planning process, a plan of actrarst be drawn

up. Depending on the circumstances a decision baustade on

what type of plan and what planning aids are gtanige used. The
drawing up of a plan is facilitated greatly by piarg schedule or
programme control chart. Every manager should betalcompile
planning aids in his section to plan job activitieastly every plan

must contain an estimate. An estimate indicatesutheunt of

funds needed to carry out the plan and serves agldn control

the spending of funds.

Step 5. Reality Testing
This step is deliberately, included in the plagngmocess as a

control mechanism before the plan is finalized mmplemented.

During reality testing the plan is revised to detere whether it is
realistic and can be implemented. Revision is Ugu@ne by those
who initially drew up the plan, people who mustrgasut the

activities or independent people.

The following are some aspects to be consideredglteality

testing:

0] Is the work which has to be done clearly de€iA

(i)  Is the plan understandable and do those wreaknow
exactly which task they must complete?

(i) Is the cost estimate realistic?
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(iv)

(v)
(vi)

Is the plan flexible enough to adapt to changenfoneseen
circumstances?

Do all those involved have the required knalge and skills?
Lastly, is the plan in line with the act, po}i directives rules

and regulations?

Finally if amendments are required as a resultratiocal

considerations and implications, the necessaryusagents or

replanning must be done first before the plan igsl@mented.

4.0

CONCLUSION

In this study unit, you have learnt about theagpt of planning

and the need for planning in organizations. Youehidnerefore

learnt the requirements for good planning. Werman say that

you can explain the obstacles in the planning meead the

major steps in the process of planning.

5.0

4.

6.0
1.
2.

SUMMARY
What you have learnt in this study unit concehes t
meaning of the concept of planning.
You have also learnt the necessity for planningtaed
requirements for good planning.
In addition you learnt the obstacles that manafgees in
planning.

You also learnt the five steps of the planning pssc

TUTOR MARKE D ASSIGNMENTS
What is planning?

List at least four reasons why planning isassary.
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3. Use the steps in the planning process and iexpdav you

will go about planning for your organization.

7.0 REFERENCES FURTHER READINGS
Kroon, J. (ed) (1995) In Bruiyns, Gericke, malak&l (2000) 3
Edition. Correctional Management Hodder
Stoughton Johannesbury London Sydney Auckland
South Africaa.
Robbins S. P. (1984) Management: Concepts andi¢&sc
Englewood Clifts, NJ: Prentice hall.
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UNIT 5: ORGANIZATIONAL CONFLICT
1.0 Introduction

2.0 Objectives

3.0 Main Content

3.1 The Meaning of Conflict

3.2 Sources of Conflict

3.3 Strategies for Management of Conflict
4.0 Conclusion

5.0 Summary

6.0 Tutor Marked Assignments.

7.0 References/Further Readings

1.0 INTRODUCTI ON

In study unit 4, we described organizational plagniThe need for
planning and its requirements were enumerated. y}ware

about to study the place of conflict in organizasoThis study

unit exposes you to the meaning of conflict. A l@lother

contents to be learnt will be specified in the gtudit objectives.

2.0 OBJECTIVES
By the end of this study unit, you should be able t

1. Explain the meaning of conflict
2. List the sources of Conflict
3. Describe the strategies for managing conflict

3.0 MAIN CONTENT
3.1 The Meaning of Conflict
Conflict has its origin in differences in objectsyenterest, efforts,

approach, timing, attitudes and the likes. Confli
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disagreement between two or more people or gratmstlict is

almost always caused by unlike points of view.

According to Euwema et al (1995), conflict behavis an
individual s reaction to the perception that ormeve and another
party s current aspiration cannot be achieved Isameously. In
order words, conflict is a matter of perceptionftionhas also been

defined as a situation of disagreement betweempavtes.

According to Amusan (1996), a conflict situatiorcisaracterized by
the inability of those concerned to iron out thiéedlence and reach

an agreement on issues of common interest. Ejig§@90) also
perceived conflict as mutual hostility and all ksnof opposition or
antagonistic interaction, which includes disagrepts
controversies about ideas, values and ways o€Clieflict is based

on the incompatibility of goals and arise from opipg behaviours.

Self Assessment Exercise 1
From what we have discussed so far what do yotk ikithe most

common thing that causes conflict in organization?

Let us continue our discussion.

3.2 Sources of Conflict

In the course of human events, even in the besage
organizations, conflict certainly arises. All onggations such as
schools, colleges, and universities have conflatéptials since
they are collection of people with diverse persim#&ypes as well

as because of the nature of the formal organizatseif. Conflict

48

or



implies the pursuit of incompatible goals, sucdttiain to one

side comes out at the expense of the other.

(i)

(ii)

Change: Some change within an organizasarormal and
to be expected. New policies, changes in operdtiona
procedures and a certain amount of employee wemaare
common internal changes all organization experience
Externally, state, or federal legislature can aéspiire an
organization to make specific changes. But othem$oof

change are more drastic. Reorganization and rigizing

(lay offs) can wreak havoc in organizations, theeatg the
job security of everyone. Even growth can causeflict,
although growth is normally seen as good for araoization.
Communication breakdown is sure to occur, resaiiss
change and reporting relationship may be shuffvange

within an organization definitely could cause cantfl
Conflicting goals and objectives

Usually, thisis the result of poor communicatand

planning. The goals and objectives of one departmery

clash with those of  another department.

communication between departmental heads can ysuall

resolve the issue.

(i) Limited Resources:

Limited resources can mean practically anything:emmugh
employees, lack of space, shortage of financadated
equipment and so on. These and similar problemsa@ase
organizational conflict by limiting expected pernfmance of
individuals, departments and perhaps even the agizon

as a whole.
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(iv) Nature of work activities: Where the taskasfe person is
dependent upon the work of others there is patefar conflict;
for example if the work of a department is departdipon the
output of another department, there could be oxinfli
(v) Individual; Such as attitudes, personalityrelcteristics or

particulars, personal needs, iliness or stress.

- Group such as group skills, the informal orgatnira
and group norms.
- Organization, such as communication, another streic

leadership style, and managerial behaviour.

Self Assessment Exercise 2
Mention at least three most common sources of wormfl your

organization.

Let us continue our discussion.

There are numerous strategies that can be emphyytte

manager in conflict situation.

3.3 Strategies for Management of Conflict

Although a certain amount of organizational canfinay be seen
as inevitable, there are a number of ways in whielmagement
can attempt to avoid the harmful effects of comflithe strategies

adopted will vary according to the nature and sesiaf conflict.
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Clarification of goals and objectives The clarification
and continual refinement of goals and objectivels r
definitions and performance standards will helpvoid
misunderstanding and conflict, focusing attenton

super ordinate goals that are shared by theggsarti
conflict, may help to defuse hostility and leadriore
cooperative behaviour.

Resource distribution: Although it may not always be
possible for managers to increase the allocdtares of
resources. They may be able to use imaginatioths an
initiative to help overcome conflict situationsgedelaying
staff appointment in one area to provide more mdae
another area.

Personnel Policies and Procedures;careful and detailed
attention to just and equitable personnel poliaied
procedure may help to reduce areas of conflicaniples
are job analysis, recruitment and selection, jaddueation;
system of reward and punishment, disciplinary
procedures, recognition of trade unions and théicials.
Leadership and ManagementA more particular and
supportive style of leadership and managementaina

is likely to assist in conflict management. e.gwimg an
attitude of respect and trust, encouraging persseial
development, creating a work environment in wiataff

can work cooperatively together.

Organizational Process conflict situation may be reduced
by attention to such features as the nature othoaity

structure, work organization patterns of commatan
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and sharing of information, democratic functionofg
organization unnecessary adherence to bureaucratic
procedure and official rules and regulations.
- Socio Technical Approach:Viewing the organization as
a socio technical system in which psychological a
social factors art developed, to reduce dysfunetio

conflict.

4.0 CONCLUSION

In this study unit, you have learnt about confiicorganizational
settings. You can now explain the meaning of coniti
organizations; in addition you can identify the i@s of conflict

and describe the numerous management strategiesrfoict

situations.

5.0 SUMMARY

1. What has been learnt in this study unit isntte&aning of
conflict in an organization.

2. You have also learnt the various sources onsbg which

conflict arises in an organization.

In addition you learnt the numerous strategiesit ¢tan be
employed by a manager in an organization to manageflict

situations.

6.0 TUTOR - MARKED ASSIGNMENT

(@) Explain the concept of organizational conflict

(b)  Outline the main potential sources of orgaioizeal conflict.
(c) As aschool manager what major strategieddvwau employ

to manage conflict situations in your school?
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1.0 INTRODUCTI ON

In study unit 5 of module I, we explained the cqrta# conflict in

organizations, the various source of conflict weiszussed and the

strategies that could be employed to manage comigce

enumerated. You are about to study a very integstiudy unit:

effectiveness in organizations. Let us look attwdiher content
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you should learn in this study unit as specifiethim objectives

below.

2.0 OBJECTIVES
By the end of this study unit, you should be able t

1. Explain an important principle in psychology.

2 Describe what synergy is in an organization

3. Define organizational culture.

4 Explain a number of key terms related to orgdioral

culture.

3.0 MAIN CONTENT

3.1 People

The effectiveness of any organization is largefiluenced by
human behaviour, skills and interpersonal refesiops. An
important principle in psychology is that all peegire different.

Every person has his own perceptions, personéiyning

abilities, life experiences, attitudes, convicti@msl aspirations. To
be effective, managers must view every employeeasque
personification of all the behavioural factors ficavich &
Matteson, 1990:7-8).

Relationships between people in organizations eregbectations

in terms of ways individuals act. These expectatiead to certain
roles, which must be taken on. Some people mustdakhe role

of leader and others the role of follower. Middlamagers must

have both subordinate and seniors.

lvancevich and Matteson (1990:8) believe that theasonal or
contingency management approach is suitable fortifgang

important management factors in behaviour. Accgrdinthis
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approach, there is no single correct managenmpgmbach. A
method which works well in one situation will ncgagessarily work
in another. A manager who uses the contingencyoagfrcan not
assume that a specific approach will work. It ipariant for you to
note that given this situation, the manager willdhéo make a
diagnosis of the relevant individuals, groups, argation and his

own leadership qualities before he decides onuwtisal

This component (people) is of utmost importanceiaride pivotal
point around which the organization turns. Peopderasponsible

for renewal in an organization and can only bribgw renewal by
acquiring new knowledge themselves, sharing tliebras, sharing
understanding, and constantly improving themsedwesthe
organization. Garvin (1993:78) uses the term r&ihgn and says
that renewal in a person is a three-step processdlves
cognitive _change, which leads to a change in biebawvhich in

turn leads to improved performance.

Self Assessment Exercise 1
Given our discussion what will you say is the nsghificant
component in an organization such as the NigeriatioNal

Petroleum Corporation?
Let us go on with our discussion.

3.2 Outcomes

Synergy involves the results which are achieved gyoup. In a
group, the group members achieve a certain reatitidt all of

them perform equally well, however, the groups asitor a

whole should perform better. If the group resulbester than the
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sum total of the individual efforts, then the godwas reached
synergy. The various divisions, or people within @utside the

organization must thus work together to achievéebegsults.

The bringing together (synthesis) of, and collabora(energy)
between organizational components (architectirategy and
people) leads to synergy and contributes to theiefit functioning

of the organization. The smooth interaction
environment and the organization s strategielsbniihg about

effectiveness in turn. The outcomes of individugtsups and the

organization thus depend on the organizational @apts and
the environment as a whole (holographic networkjtcOmes are
usually measured against productivity, quality angtomer

satisfaction.

According to Veldsman (1994:8-9), there is a cladationship and
a dynamic balance between the entire componemt in a

organization. A change in the content of any ofdbmponents can

give rise to tension throughout the organizatiar. é&xample, the
traditional architecture of an organization musedgisted and
people s skills development to support participats a

management philosophy should be enhanced.

3.3 What is Management?

Kroon (1995:7) defines management as a processh@eople in
leading positions use human and other resourceSiaiently as
possible to provide certain products or servicexrder to meet

certain needs and achieve the organization s stéjedtives.
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What is the process of management? The processistoof four

basic management functions:

v Planning
v Organization
v Leadership and

v Control

And six additional management functions

Vv

\Y

<

< < <

Decision making
Delegation
Discipline
Communication
Coordination and

Motivation

The function listed above are interdependent ardnstantly

interact with one another. A manager must alsodbeta carry

out these functions together in some or other coatlan.

It is important for you to note that resources rédethe means

which are regarded as essential to meet the orgeonal needs.

Correctional service (for example the Prisonsyies the

following:

v Correctional official (people) to protect sogi@igainst

prisoners and to treat and develop prisoners.

v Food, clothing, and medication (raw materialsgaoce for

prisoners.

v Programmes (methods) to provide education, mébr

training, vocational and skills training.

58



v Machines to maintain buildings, equipment and psemsi
and to train prisoners.

v Money to carry out all the above.

v A market to create job opportunities for releagadoners,

parolees and probationers.

The combination of the resources enables thenag@on to
supply certain services and products which can t syxific
needs. In this way the organization reaches it$ ((mag term) and

objectives (short term)

Self Assessment Exercise 2
Explain what type of resources are used in yourecir

organization or the last school (institution) ydteaded -------------

Let us continue our discussion.

Because managers work with resources (people atetiadawhich

are durable, they try to employ them efficientlyh&¥do we mean

by efficiency? Efficiency means rendering quasigyvices at the
lowest possible cost. Efficiency involves cargyinout tasks as well
as possible with the minimum of inputs (labour, enia and time).

Effectiveness implies the doing of the right thingschieve the

59



chosen goals and objectives. This means thjatteféaess applies

to the total input process output cycle.

It is to be noted that the systems approach dpedlbetween
1950 and 1960 due to the need for a more efeetnd
humanitarian management approach. The functionfinigeo
systems approach does not differ from that obttiganization in

terms of a holographic network.

Let us cite an example to ensure clearer underisignd

correctional supervision as sentence option bratgsit efficiency
because it costs the state far less than ke@pisgners in a
prison. However, it still remains open to debatether
correctional services effectively  achieves the

objectives of upliftment and rehabilitation of mnmers.

3.4 Who is a Manager?

A manager is any person in a leadership positioo takes the
head in the execution of a task or group of taskani organization.
Managers are also responsible for the performahpeaple in an
organization and use resources to make things happearry

out tasks or to complete them. They are found &\aels (from
supervisors and higher) within an organization aodk together

to achieve the organzaitional objectives.

Self Assessed Exercise 3
List five of the most important management respahises which
you or your study centre manager need to atted @ daily

basis.
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Let us continue with our discussion. It is to beésdathat the task
of the correctional manager is unique. Personreeéppointed to

work with people with behavioural problems. Eveéitha lowest
post/level, personnel find themselves in superyisapacities, be

it with regard to prisoners, probationers or prexson parole. It is
not an easy task because offenders are not alwidysgywo subject

themselves to development and treatment programmes.

3.5 Organization Culture

Cretzee et.al. (1995:3-4) affirm that humans aee thnly beings

who can create culture. Because human beingsexéricably
involved in culture and the creation of culturestis also the case

in their work environment. Justas people hawdeal with a
process of constant change generally in theis|itleey also have
to deal with change in their working lives. Constadjustment

implies constant creation of culture.

In Charlton s (1994:10) view, leadership effecteesican, amongst

other things, be measured against the ability adées to impart
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an inspiring vision into a reality, thus preseatshallenge for
managers. This means that all the individuals attrious levels
of the organization must be persuaded to combigie #ffects so
that the set objectives can be achieved. It is mapdfor you to
note that utilization of the organization s culturalues plays an

important role in a manager s ultimate succeskigregard.

An organization s culture can be described asaitsgnality. It tells
people more about who and what the organizatioduist as the
personalities of people determine their behavithe current
organizational culture determines an organizatiantwities and
actions. The culture influences human behaviourghe
organization but is also influenced by human betavitself (Smit

& Cronje, 1992:402). Let us take a closer lookh& phenomenon
which is difficult to measure but which is neveldss important

and interesting.

Management literature this includes the literatofr public
management or public administration. It doesahatys attach

the same meaning to important terms. Organizatioraicase in

point. One school of thought will explain that astitution (for

example a business or government department) has
organization. In this sense the organization isithg in which the

institution is divided. Others (for example Smit&onje, 1992:402)

also use the word organization as a synonym foiturisn.

Can you see the difference? An institution carehen
organization, or it can be one, depending on timect in which it

is used.
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When organizational culture is discussed, onealsib come across

the term corporate culture (Smit & Cronje, 199240

According to Cronje and Smit (1992:403), culturesists of a set
of important assumptions which members of a comtgurave in
common. On the one hand these common assumptiors &0
group s belief about the world and how the worldkgoThese
beliefs are determined and reinforced through persexperiences
and are expressed in the form of norms which s&edards
(yardsticks against which behaviour is measui@d)the other
hand, common assumptions also refer to a groupuesaValues
comprise behaviours which the group believes desirable or

useful.

Self Assessment Exercise 4
According to the above explanation, beliefs, noamd values have
different meanings. It is important that you untkens the

difference. Try to explain these terms in your omords.

Let us go on with our discussion.
An organization s reason for existence can be fowiige objective

which staff strive towards by means of the resasircevailable to
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them. The presence of the human being which creatage
ensures that an organizational culture will beldisthed.
Although the scope, intensity, nature, and so endiffier from one

organization to the next.

The organizational culture thus comprises thosensomvalues

and norms which the originating staff strive todsand put into
practice. It is expressed in the way in which stiafthings: the

quality of their service, how they greet one angthew they act
towards one another and their clients, how thegtreaevents
affecting the organization. Because not all valresequally
important, one can assume that an organizatiottsrewvill

develop from a combination. Culture will developrh a

combination of its most dominant cultural values.

3.6 Organizational Climate

Organization climate should not be confused witaoizational
culture. Climate is the staff s reaction to cultueganizational
climate reflects the staff s attitude, perceptiand morale. One
could say that the climate reveals a state offaatien, neutrality
or dissatisfaction with a state of affairs. Wherealure is more
individual in nature. Culture is something whiclveleps
systematically over a long period, while climatesh®rt-lived by
nature and can even change from day to day. kvgas that
culture changes with difficulty and while climatieanges more

easily.

4.0 CONCLUSION
In this study unit, you have learnt about peopled autcomes in

organizations. You have learnt what managemenalisabout. We
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can now say that you can explain what is meant tmaaager. In
addition, you can explain organization culture anghnizational

climate.

5.0 SUMMARY

1. What you have learnt in this study unit consgraople and
outcomes in organizations.

2. You have also learnt what is meant by managéme
organizations.

3. In addition, you learnt what manager is asll as

organization culture.

6.0 TUTOR MARKE D ASSIGNMENT
Explain in your own words the following terms:
) management
i) manager
iii)  organization culture

Iv)  organization climate
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UNIT 2: HUMAN MOTIVATION IN ORGANIZATION
1.0 Introduction

2.0 Obijective

3.0 Main Content

3.1 Motivation in Management

3.2  Motivation and Goal Setting

3.3  Goal Content and Goal Commitments
3.4  The Individual s Work Behaviour

3.5 Organizational Behaviour

4.0 Conclusion

5.0 Summary

6.0 Tutor Marked Assignment

7.0 References/Further Readings

1.0 INTRODUCTI ON

In this unit we are about to discuss Human Motomin

Organizations. We have understood that human higimogsers

need some degree of encouragement for work t@be ioh

organization, for goalsto be achieved and forkers to be

committed. Let worker let us look at what otherteors you

should learn in this study units as specifiechm below

objecetives.

2.0

OBJECTIVES

After studying this unit, you should be able to:

1. Explain why managers should motivate employees in
organization.

2. Define a goal within the context of an organization

3. List the factors that affect an individual s worhaviour.

66



4. Explain what is meant by organization behaviour.

3.0 MAIN CONTENT
3.1 Motivation in Management

You will recall that in study unit 5 of module | ,endescribed
motivation as the force that energizes behaviauesgdirection to

behaviour and underlies the tendency to persist.

In this study unit, what should be of paramoungriest is to know
why a manager (in an organization) should motivédestaff. The
reasons why a manager should motivate employedslitbeing:

) Managers must understand individual s motives dieoto
know how to get them to join the organization.

i) Managers must know how to motivate employees ayp st
with the organization. For instance, managers rsesst
that jobs and working conditions allow employeesmiet
their individual needs.

iii)  Managers must motivate, because motivatioretbgr with
ability, training and correct job placement, caad to

employee performance.

3.2 Motivation and Goal Setting
We shall continue our discussion of this sectiothefstudy

unit by asking you to attempt the following quiz:

Self Assessment Exercise 1
1. As a registered student of the NOUN, what gaale you set

for yourself?---------—-—--- -
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Let us go on with our discussion.

We can define a goal as a future target or endtrisi an
organization wishes to achieve. There are timeswgoene
managers use the terms goal and objective integeadnte. It is to
be noted that there is nothing wrong in this usatibpugh some
writers use objective  to refer to more narrovgédrand shorter

time frames.

It is important for you to note that a goal canbet achieved
without a plan. While a goal is a future end retudtt an
organization wants to achieve, a plan can be defasethe means

devised for attempting to reach a goal.

Another important concept you need to know in f@stion of the

study unit is organizational mission: what doeg thaan?

Organizational mission is a broad declaration eflihsic, unique

purpose and scope of operations that distingsish the
organization from others of its type. Hahs (1988)es that a

mission statement serves different purposes faesloéers in an

organization. For managers, it can be benchmarisigahich to

evaluate success. For employees, it may definerenom purpose,

nature of organizational loyalty, and foster a sesiscommunity

among workers. For external parties investorgegmment
agencies, and the public at large, the stateméjs peovide

unique insight into the organization s value artdrieidirection.
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Self Assessment Exercise 2
In an earlier section of this study unit, you wexquested to state
the goal you have set for yourself as a registstedent of NOUN.

What will you say is the most important benefisetting that goal?

Let us continue our discussion.

According to Locke and Lathan (1984) there are fmemefits of

goal setting:

) Goals can increase performance. Research findengs h
shown that when challenging goals are set, inereas
performance frequently range from 10 to 25%, drtthees
higher.

i) Goals help clarify expectation. When  goals are set,
organization members usually have a clear idehefriajor
outcomes that they are expected to achieve. mp®rtant for
you to note that without goals, the members lac&dtiion.

iii)  Goals facilitate the controlling function, baase they provide
benchmarks against which progress can be assessedt
corrective action can be taken as needed.

ilv)  Goals increase motivation. Meeting goals, fegla sense of
accomplishment, and receiving recognition and oteemards
for reaching targeted outcomes all serve to enhance

motivation.
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Given your understanding of the above discussi@shall now
discuss how goals facilitate performance. In ddimg, we shall
examine goal content, goal commitments, work behayiand

feedback aspects. This is clearly shown in figuselow.

Job Job
knowledge knowledge
Goal content: and Ability and Ability
. Challenging
. Attainablbe
. Specific and Measureable
\t;\é?lr:viour Performance
. Direction
= : . Effort
oal Commitment: —Persistenece ; : :
. Supervisory |Authority Planning Situational cgnstramts
. Peer and group pressure (tools, materials and
. Public displgy equipment)
—Expectations of success

Knowledge of results

. Incentives and rewards (feedback)

. Participation

Figure 1. How Goals Facilitate Performance (Bartapd Martin,
1994)

It is important for you to note that goals that effective in
channeling effort toward achievement have a coriteitreflects
five major characteristics:
1) Challenging

Challenging and difficult goals lead to higher peniance.
2) Attainable

In addition to being challenging, a goal must tiaiaable.

Attainable goal is more likely to promote sustaieab
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performance over a period of time rather than ooy
doing the impossible.

3)  Specific and Measurable
To be effective, goals need to be specific andsuredle so
that workers clearly understand what is expecietkaow
when the goal has been achieved.

4)  Time Limited
There should be a defined period of time withinatha goal
must be accomplished.

5) Relevance
Goals are more likely to elicit support when theg elearly
relevant to the major work of the organization #mel

particular department.

Now that you have a clear understanding of whataant by goal
content, it is appropriate to explain goal commnm&oal
commitment refers to a person s attachment toetardhination to
reach a goal. You will learn in this study unitttiaathout
commitment, setting specific, challenging goald halve little

impact on performance. But how can chief executofes

organizations foster commitment to organizatiorealg?

Managers can foster commitment to important orgdional goals

in the following ways:
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1)

2)

3)

4)

Supervisory Authority

Individuals and groups are more likely to commértiselves
to a goal when the goal and reasons for it areagnxgdl by a
person with supervisory authority, usually a bodhe
explanation and instruction will be more effectwigh a

supportive rather than an authoritative supervisor.

Peer and Group Pressure
Pressure from peers and work group members cameaha

goal commitment when one s efforts are channaldue

same direction.

Public Display
Commitment to difficult goals is higher when thenaaitment

is public (made in front of others) than when ipig/ate.

Expectations of success

Goal commitment is more likely when individualsgroups
perceive that they have high expectations of sigccekhis

means that individuals tend to become committedwhey
believe that they have a good chance of performielijon the

tasks involved in reaching the goals.

5) Incentives and Rewards

Though some incentives such as money may be tangibl
while some as challenge of job may be intangilble fact still
remains that goal commitment is also enhanced dBnitive

and rewards.
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6) Participation

3.4

1)

2)

3)

4)

The last factor under goal commitment to be disediss this
study unit is participation. Having individual srpeipation

in the goal setting process can be effective meén
fostering commitment. It is to be noted that pgration can

be particularly helpful in developing plans for ilementaing

goals.

The Individual s Work Behaviour

By now you understand what is meant by goal cordadt
goal commitment. Individual s actual work behavimur
influencing by four factors:

Direction

Goals are known to provide direction by counselltigntion
and action toward activities related to goals,eathan
toward other activities.

Effort:

Individual are likely to put forth more effort whegoals are
difficult than when they are easy.

Persistence:

Persistence involves maintaining direction andréeffo

behalf of a goal until it is reached.

Planning:

Individuals who have committed themselves to acghgev
difficult goals are likely to develop plans or medls that can

be used to attain those goals.
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It is important for you to note that in additiongoal content, goal
commitment, and goal behaviour, there are otherpoornts that

may influence performance. These are:

1) Job knowledge and ability
These could affect an individual s work behaviand
prospects for reaching goals even when thereaagtr
commitment.

2) Complexity of the task
This may affect the degree to which goal directedk
behaviours influence job performance.

3) Situational constraints
Availability of proper tools, materials and eqoment is
important for achieving difficult goals.

4) Knowledge of result (feedback)
Feedback about progress toward goals is an infalgattor

in the effectiveness of goals.

3.5 Organizational Behaviour
According to Luthans (1992) organizational behariouolves the
understanding, prediction and control of human beha and the
factors, which interfere with the performance obple as members
of an organization. As Mullins (1994) puts it, ongzational
behaviour does not encompass the whole of managdgeitisrmore
accurately described in the narrower interpretatioproviding a
behavioural approach to management. It is impoftangou to
note that organization behaviour embraces an utaaeling of:

a) The behaviour of people

b) The process of management
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C) The organization context in which the process of
management takes place.

d) Organizational processes and the execution of work.

e) Interactions with the external environment of whilkh

organization is a part

4.0 CONCLUSION

In this study unit, you have learnt motivation iamagement. You
have therefore learnt how motivation can encoueagployees in
setting goals within the context of an organizatidfe can now say
that you can explain goal content and goal commitsidn
addition, you can explain individuals work behavias well as

organizational behaviour.

5.0 SUMMARY
1. What you have learnt in this study unit concerns
motivation in management.
2. You have also learnt motivation and goal commitraent
3. In addition, you learnt individual s work behaviouthin
the context of an organization.

4, You also learnt organizational behaviour.

6.0 TUTOR - MARKED ASSIGNMENT
Distinguish between individuals work behaviour anganizational

behaviour.

7.0 REFERENCES /FURTHER READINGS
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UNIT 3 : MASLOW AND McGREGOR THEORIES OF HUMAN
MOTIVATION

1.0 Introduction

2.0 Objectives

3.0 Main Content

3.1 Maslow s theory

3.2 The Preposition on which Maslow s theory wasegl
3.3 Ciritique of Maslow s Theory

3.4 McGregor s Theory

3.5 Critiqgue of McGregor s Theory

3.6 Similarities of Maslow s Theory and McGregorheory
4.0 Conclusion

5.0 Summary

6.0 Tutor Marked Assignments.

7.0 References for Further Readings

1.0 INTRODUCTI ON

In study unit 2 we studied Human Motivation in @ngzations.

You are about to study a stimulating study unithwpecific
references to Maslow and McGregor Theories of HuMativation.
You will also learn the similarities of both thessi The other

contents you should learn in this study are spettifn the

objectives.

2.0 OBJECTIVES

By the end of this study units, you should be abie
1. Explain Maslow s theory
2. List the weaknesses of Maslow s theory

3. Describe McGregor s theory
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4. State the similarities of Maslow s and McGregor s.

3.0 MAIN CONTENT

3.1 Maslow s Theory

Maslow's Hierarchy of Needs

The instinct, drive, intrinsic motivation, achievent motivation
and model of motivation theories all assume thiahdns are
motivated in the same ways as lower animals. AdoraMaslow
theorized that some motivational forces are disiyrhuman. In
promoting this idea, Malsow became one of the fouméathers of
the humanistic school of psychology, which empess that

humans are unique in the animal kingdom.

The humanistic view suggests that human beingsraggie in the
animal kingdom; they are not merely the organisstanding on

the highest rung of the evolutionary ladder. Humamesuniquely
capable of having a self-concept, a perceptiohif own
characteristics. In addition, every individual different, and this

individuality is a central determinant of human &elbur.

Behaviour is controlled not so much by the extermavironment
as by the subjective environment created by thiithahl's biased
perceptions of what is going on around her. Eadividual

experiences the world a bit differently, and iths subjective,
individualized world that influences behaviouroligy has a role,

in that each person is endowed with biologicalivations that

greatly affect behaviour.

78



Figure I: Maslow's Hierarchy of Needs. Human needs are
arranged in a hierarchy. Basic needs musatified before

higher needs are fulfilled (Maslow, 1970).

Growth
needs
Self Esteem Needs
Social needs
Deficiency
Needs Security/Safety Nessd

Physiological Needs

Maslow hypothesized that human behaviour is mtaivéy a

number of competing needs that can be arrangedhierarchy. It

is important for you to note that this need hierarchy isa
systematic listing of needs in priority order, sticht needs further

up the hierarchy can be met only after more basgéda have been

satisfied. The more basic needs are deficiency needs -needs that

must be satisfied for survival. The needs at thg tep aregrowth
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needs - needs that enhance the person's psychologicetifning

(see Figure ). Let us now explain in more detaal $ix basic needs:

1) Physiological needs: At the lowest level of the hierarchy are
physiological needs such as hunger, sex, maternal
behaviour, and various sensory pleasures (thaifithe
senses, for example taste). These needs arerafrkable
importance essentially because they are the mopbpent

of all man's needs and, if unsatisfied, domindtadilvities.

2) Security needs:  These are almost as dominating as the
physiological needs. These are illustrated by &l'shi
reaction to noise and light, and generally reffean's need
for a safe, orderly predictable world. It includes need for
freedom from fear of personal danger; many par@nts
Nigeria satisfy the safety need for children. Astantial
percentage of parents do not. This generates aeseve
obligation for other agencies of society partéclyl the
school. Today in Nigeria, both child and adult safeeeds
are often threatened by societal violence, avdedab
communal violence, and state-of-the-art armed robbe

incidence.

3) Social needs: Travers (1986:206) writes that if the
physiological and safety needs are met, the nedd\ve,
affection, and belongingness emerges. The individegins
to look to others for satisfaction, both to givelda receive.

The educational implications of this need seem @i
children must feel wanted and experience a sense of

affection toward and from the teacher. Remembsdr tha
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4)

5)

children need and want discipline as much as tegyire

love and affection.

Esteem needsthese are the needs of being worthwhile and
capable of making a contribution to society. Red#espect

is based upon achievement, and the esteem neeautefbu
upon actual achievement, manifest themselves eelanfy of
self-confidence and a corresponding desire forgeition by
others. Self-esteem is the need to maintain a pgoceof
oneself as a generally competent, strong, inudg®
person. The need for other esteem is the deshave a

good reputation and to obtain recognition and statu

Failure to satisfy the esteem needs is likely &al l®
feelings of incompetence, helplessness, and infgyridt is
important for you to note that the lesson for edars

seems obvious: Teachers must insure that the taguah
that pupils/students can satisfactorily comple&ththus
insuring goal achievement and a growing confidenclf

and recognition by peers.

Aesthetic needsiWhen all the deficiency needs are regularly

satisfied, the growth needs, including the cognitive needs

for understanding and knowledge, and the aesthe@ds
for order and beauty, become dominant motivatange. T
aesthetic needs are the needs in which one finatyes to
a deep understanding of the world and the purposelife

and feel a part of the cosmos. Satisfaction ofameeds
moves the individual to a higher state of psycbmial

functioning and makes him a more effective person.
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6) Self-actualisation needs: The very highest need - the
capstone of Maslow's hierarchy - is the needdtir s
actualization. It is each individual's need to aewall higher
capacities, fulfill his/her potentials, and becatine best in
which one enjoys the experience of creativity dredjoy of

personal Success.

The self-actualised person referred to by Maslothesfully human

person, is constantly striving to achieve highet laigher levels of

personal growth. He/she is non-defensive, opexpergence,

spontaneous, problem-oriented, and largely auwmoous from the

environment (Mittelman, 1995). Maslow (1970) be&dwthat a

person's position on the hierarchy is likely &erwith age, but

estimated that less than 1 percent of the populaver achieve
self-actualization. Travers (1986) similarly stattest probably few,

if any, people ever experience self-actualizatibat it is

undoubtedly this need that drives man to his gstate

accomplishments, both personally and socially.

Self-Assessment Exercise 1
1) Take a close, critical look at the Nigeriagisty, Do we have

self-actualized peopl@iving or late) in Nigeria?

3.2 The Proposition on Which Maslow s Theory wasdsed

Now that you are familiar with the content theofynmwtivation as

developed by Maslow, it is important for you tadenstand the

proposition on which Maslows theory was based:

)] man s needs are arranged in a hierarchy of itapoe,
ranging from the lowest need (physiological) ttesa love

(social), esteem (ego), and self actualization.
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i) Man is continually wanting: Consequently alleds are never
fully satisfied. Once a particular need is satifieits potency
or urgency of satisfaction diminishes, and anotieed
emerges to replace it. This means that man isnsatiable
being.

iii) Once a need is fairly well satisfied, it tanger motivates
behaviour. Man is consequently motivated by thd hegher
level of unsatisfied need. However, he can bevatdd in a
reverse direction if a lower level need is threate

Iv)  The various needs are interdependent and avgirig.

When the peak of a need is passed, that needsctabe the
primary motivator of behaviour. The next levetn begins to
dominate. Even when a need is satisfied, it stiluiences

behaviour because the needs are interdependentvardpping.

In addition, you should note that Maslow viewedradividual s
motivation as a predetermined order of needs. Blogical needs
are the most imperative area, but the self aligation need is

highly important to each individual.

3.3 Critique of Maslow s Theory

A point you must note is that Maslow's theory haen very
influential both in practical applications and iengrating research
(Ebersole & De-vore, 1995). In the world of busise it has
provided a way of understanding what motivates eyg#s and
has been used as a tool to reduce turnover, irepaductivity,

and improve job satisfaction (Aamodtet al 1993)sMw/'s need

theory suggests that management should work taighgdnove
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each employee up the motivational hierarchy toveait
actualization -the full realization of an individisapotential.

In addition, applications in education, nursingnsumer
economics, management training, and elder caralao common

(Daniels, 1992; Seeley, 1992; Umoren, 1992).

It is important for you to note that research suppmn the other
hand, has been hard to come by. Complex constiiketself-
actualization are difficult to define and measurand what

supportive research there is has been widely cizdétil (Heylighen,
1992).

Equally as important is the repeated failure toficonthe priority
ordering of the need hierarchy (Wicken et al, 1998hen subjects
are asked to rank the needs in order of importéorctnem, the
rankings typically do not conform to Maslow's raiehy (Mills,
1985). Enduring satisfaction of physiological aedigity needs
does not necessarily mean the person will goaeek
belongingness and love. In other cases, thosesrmaay be

pursued even in the face of chronic hunger.

Now try this quiz:
Self- Assessment Exercise 2
1. Given our discussion so far and your own peakexperience

list out the hierarchy of needs according to yauwrfy:
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Vii e -

That's okay. Let us continuir discussion
Moreover, the age hypothesis has not been confirmed: Position on

the need hierarchy does not consistently increasth Goebel &
Brown, (1981). All the same, it is important foruyto remember
that Maslow's theory has been influential andigely applied in

practical settings but has not been supported $sareh.

3.4 McGregor s Theory

It is important for you to note that motivationanganization
encompasses forces both within (internal) andreal to the
individual worker. Internal motivation refers toetneeds, wants
and desires which exist within an individual anckenap his
internal motivation. These forces influence himdegermining his
thoughts, which in turn lead to his behaviour aaticular
situation. External motivation considers the fondech exist
outside an individual. External motivation incluihe factors
controlled by the manager such as: job contextarigsl, and job

content recognition, advancement and respongbilit

McGregor s theory of motivation incorporates biotiernal and
external motivation. In McGregor s view, externaitivation is
manifested in the assumptions the manager makeasdiag the
attitudes of his subordinates. It is to be noted McGregor set
forth two alternative views of the nature of maraWare these

views?

The views were explained in theory X and theoryt¥s to be noted

that the two theories have conflicting assumptions.
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The Assumptions of Theory X

) The average human being has an inherent disfikeork and
will avoid it if he can.

1)) Because of the human characteristics of desbkwork, most
people must be coerced, controlled, directed, taneal with
punishment to get them to put forth adequate etéavard
the achievement of organizational objectives.

iii)  The average human being prefers to be dacivishes to
avoid responsibility, has relatively little ambiiowvants and

security.

Self Assessment Exercise 3
Take a second look at the assumptions of theasdligbove. Will

you say the assumptions are correct? ---------—-—-----------------

Let us go on with our discussion.
The other view of McGregor s theory Y has its agstions:
Theory Y assumptions are believed could lead tatgranotivation
and increased fulfillment of both individual needs and
organizational goals. The six assumptions are:
) The expenditure of physical and mental effariMork is as
natural as play or rest.
1)) External control and the threat of punishmare not the
only means of bringing about effort toward orgatiznal

objectives.
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i)  Commitment to objective is a function of thewards
associated with their achievement.

iv) The average human being learns under propatitions, not
only to accept but to seek responsibility.

V) The capacity to exercise a relatively high eéegof
imagination, ingenuity and creativity in the sabut of
organizational problems is widely, not narrowlytdizuted in
the population.

vi)  Under the conditions of modern industrial Jifbe intellectual
potentialities of average human being are onlyighr

utilized.

From the assumptions listed above, you can obskat¢he
foundation of theory Y is integration. Integration
establishment of an environment in which employeesbest
achieve their own goals by committing themselvethéo

organization s objectives.

It is important for you to note that theory Y s dmapis on internal
motivation that all employees will be motivateddslf esteem and
self actualization needs on the job can be chgdld. This may

not always be so because some people are uncobiéovwéh too

much freedom.

Critique of McGregor s Theory
Although theory X and theory Y are based on poattremes and
are an over-complication, they do represent idieatiphilosophies,

which influence managerial behaviour and strategies
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Just like Maslow s theory of hierarchy of needs@vkgor s theory
X and theory Y approach can help manager s deselopader

perspective on the nature of workers with them.

McGregor s theory looks very simple. But the tlygemot a soft
option. In reality, it is often difficult to achievsuccessfully. It can

also be frustrating and time consuming and mistak# occur.

It is important for you to note that theory X shboot be

completely neglected. Even when a manager hasmgsbelief in

theory Y assumptions, there are occasions wheaytle

necessary or more suitable to use theory X apprdamtinstance,

when the nature of the job itself offers littlerinsic reward or

limited opportunities to satisfy higher level dega more

dictatorial style of management might work best.

In addition, you should know that theory X appto&not most
useful in emergency situation, or shortage of ttlamand the use
of authority in directing actins to tasks at hand.

Sub Similarities of the Theories of Maslow and McGegor.

Maslow Higher Level needs: McGregor Theory:

Self actualization Esteem --}--------- Satisfantof esteem and
Self-actualization needs/
---------- Responsibility and creativity
Self-direction and self

Control
Lower level needs: Theory Y.
Social Security above all
Safety Direction preferable
Physiological Threats of punishment
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Figure 3. The similarities of the theories of Néasand McGregor
(Hicks & Gullet, 1991)

Figure 3 shows that although the theories of Maslad McGregor

seem to approach motivation from a different pertpe, the two

theories emphasize similar sets of relationshigs.important for

you to note the following.

4.0

1. Maslow views the rarely satisfied higher leneéds as the

motivating force behind the worker. On the othandha
McGregor approaches motivation through his theowyhich
is based on assumptions concerning the motivedess.

This implies that the two theories are relevargttalies of

external motivation.

. The three lower level needs in Maslow s hidnaf needs

theory: physiological, safety, and social ard redhtively
satisfied. Consequently, they are no longer strdnging
forces.

McGregor s theory Y assumes that the emplogesires
satisfaction of his esteem and self  actualizatieeds,
desires responsibility, exercises self  dimcand self
control. Maslow assumes that a manager by imptinat
therefore free to choose either higher level needtheory Y

assumptions to motivate his employees.

CONCLUSION

In this study unit, you have learnt Maslow s theoiryierarchy of

needs. You have equally learnt the propositiong/loich Maslow s

theory is based. We can now say that you carhissimilarities

between Maslow s theory and McGregor s theory.
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5.0 SUMMARY
1. What you have learnt in this study unit consdvlaslow
hierarchy of needs.
2. You have also learnt the propositions on which ass

theory was based.

3. In addition, you learnt McGregor s theory.
4, You also learnt the similarities of Maslow s theand
McGregor s theory.

6.0 TUTOR - MARKED ASSIGNMENT
1) List 3 strengths and 2 weaknesses of Masldveary

2) List 3 strengths and 2 weaknesses of McGregjueay.
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UNIT 4: APPROACHES TO MANAGEMENT
ORGANIZATIONAL CHANGE

1.0 Introduction

2.0 Objectives

3.0 Main content

3.1 Changes in Organization

3.2 The Humanistic Management Approach

3.3 The Systems Approach

3.4 The patrticipative Management Approach

3.5 Participative Management as Management Pluloso
4.0 Conclusion

5.0 Summary

6.0 Tutor Marked Assignment

7.0 References/Further Readings

1.0 INTRODUCTI ON

In this study unit, what should be of importarterest to you is
knowing what is meant by change in organizatioréstgpes of
change. Let us look at what other content you sht@arn in this

study unit as specified in the below study unitechjyes.

Nothing in life is static. Each day of our liviedifferent to the
next. Change is inevitable and affect each onesabwa greater or
lesser extent. Even organzitions cannot get away fthange. It is
therefore better for an organzition to manage ttange than to
become a victim of forced change. The naturéef tchange will
determine to what extent it will affect you persiya-or example,
the change from military dictatorship to democrgiwernment

affected every person living in Nigeria.
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Organizations change so fast these days that fadiiaage in
management practices, work patterns, work methodgte use
of technology have become necessary. Old methed$has
discarded, new work methods are invented, trathtivertical)
structures which disregard bureaucracy. Howevehigprocess

the behaviour of workers, interpersonal relatips and powers

must also be adopted.

2.0 OBJECTIVES
After studying this unit, you should be able to:
1) Define the concept of change within the contdxt o
organizations.
2) Distinguish between different categories of change.
3) Explain the humanistic management approach
4) Describe the systems approach

5) Explain the participative management approach.

3.0 MAIN CONTEXT

3.1 Changes in Organizations

Change is the reaction to any event which affdetsactivities of

an organization directly or indirectly. Kroon @3507) states the

following change in the broadest sense of the wedplanned,

but more often unplanned reaction to stimuli frdma t

environment . According to Smit and Cronje (19¢93p
organization change refers to any alteration af/giets in an

organization which includes aspects such as teoliuall

development, restructuring and the creation of m@nk schedules

or the adjustment of existing work schedules.
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Organization development is the planned way in tviaic
organization manages change. The process thwehgih this
change takes place is known as change managenrganigation
development aims at renewal so that the organizaam adopt to

changing circumstances.

Ackerman (1986:1-8) distinguishes between the Yalg three

categories of change:

) Developmental Change directed at the optinorabf
systems, procedures and applications.

1)) Transitional Change directed at the replaceinoéiobsolete
systems with newer systems and the applicationaafern
technology.

i) Transformational Change directed at the cleaofjpeople s
attitudes towards and view of the organizationgwnis

mission, culture and habits.

Self Assessment Exercise 1
Which of the categories of change explained abowaldvyou say
describes the experience of Nigerians under thergowvent of

former President Olusegun Obasanjo?

Let us continue our discussion.

3.2 The Humanistic Management Approach: Since 1930
the emphasis on the individual in the organizatias contributed
to the development of a more humanistic manageaygroach.

Humanists see individuals as an indispensable pooent in the
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organization and believe that workers should cautypleasant
and stimulating tasks. Working conditions shoukbatontribute

to the development of individuals. It is to be mbtkat research
has shown that productivity and worker morale inseewhen the

interests of the workers are taken into account.

It is important for you to note that such findirftgsve led to a
transformation in management approaches anddwmebuted
to management technigues such as team buildinticipation in
decision making, and management by objectives. Bistethat
traditional and authoritarian policies disregtrd workers as
individuals, and the unbalanced emphasis on theeaement of
objectives within the organization of objectivehin the

organization are no longer viewed by managers isabe!.

The humanistic management approach leads to higaleno

amongst personnel and a drop in absenteeism. Afselidarity,
security and loyalty develops as a result ofdtwecern which
managemrts shows for their personnel and good

conditions. Now try to answer the following quiz:

Self Assessment Exercise 2

1. List three (3) important management techniques rgeee by

recent research
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2. From your understanding of our discussiongdiatee (3)

advantages of the humanistic management approach

That s nice of you. Let us continue our discussion.
According to Mol (1990:17-18) managers following thumanistic
approach believe that their subordinates:

- Will do their best if they are treated justly araarify.

- Are not dispensable objects, but like to be given
recognition.

- Will experience job satisfaction if their workingrmditions
are pleasant?

- Will perform well if they are treated humanely.

- Play an important role in the organization and wils
wish to be appreciated.

- Have a need for social activities.

- It is important for you to note that the humamisti
management approach is often regarded as a waitn, so
and ineffective

- Because Managers who use this approach focus nainly
social relationships and are not performance cggkrithe
consequences of this appear particularly in service

organizations, and the following are some examples:
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i) Objectives are carried out on a daily basithaut properly
formulated standards against which results candssared.

i) Negative feedback or poor performance is catext during
performance appraisal in order to maintain goodati@hships.
iif) Poor Performance or dead woods are not adéckebut placed

in another post or division where they enjoy protec
iv) Paternalism occurs during the recruitment goploentment
process, and only the good aspects of the jolngreessed on
the personnel.
V) Personnel are kept busy with impressive adéisi{for example
arranging function and other social activities appear to be
very busy but effectively contribute very little tioe

organization s objectives.

3.3 The System Approach

The systems approach developed between 1950 afddL@6 to
the need for a more effective and humanitarian gement
approach. The systems approach emanated from tleeade
systems theory which consists of the input  precesutput
model. Lessing (1982:68) decribes the system a&tveonk of
interdependent sub-systems (divisions) which caorigtanteract
with one another to achieve a joint goal. The oj@naof any of the

subsystems usually affects the whole system.

The school prison consists of a number of interddpat divisions
such as students teachers departments progranangisy f
departments, hostel, examination. These divisawas known as

subsystems of the school and interact constantly evie another.
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The students (input) is admitted into a particalass in order to
achieve the set objectives. The output is the sstekecompletion
of the programme and the emergence of a graduatetfre

system.

By using the system approach managers are aplariovell in
order to facilitate the flow of activities betwedivisions. The
institutions committee for example coordinate d@denission of
students and other relevant needs of the studenttandant to

by various departments before a student is cettibebe admitted

into the school system.

The harmonious cooperation between divisions @anrbe over
emphasized. Should the admission office for exaragmit a
student on the wrong qualification, the error mayéan
undesirable effect on all the other divisions. Saglerror can lead
to the wrong placement and poor performance bwatteeted
student. It is important for you to note that tigetems approach
enable managers to determine which internal aneleai

influences may possibly affect the system. Extefaziors which
influences the school set up are for examplelyamembers of
students, (parents), trade unions, the communiiytia@ economy.

Just think of the pressure by external pressureggavhen ti has

to do with examination results, admission, transféeachers, and
even promotion of students and teachers. Exampldaerhal

factors which might affect the welfare of the systare gang

activities, teachers morale, and the availabdityesources and

facilties.
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Self Assessment Exercises .3
List more internal and external factors which dffibe activities of

a prison.

Well done. Let us continue our discussion.

3.4 The Participative Management Approach

Although the systems approach is still found in hrawvganizations,
organizations nowadays are regarded increasingtpaal or
participative systems. In contrast to the systeppsaach where
activities and functions take place mainly withne torganization,

the social system focuses on the diversificatioactivities. In the
past, correctional services was mainly concerned the use of

internal resources. Now networking takes placeextedrnal
organizations and the community are becoming ire@ivn and are

taking responsibility for the smooth running of sols.

Think about what you have read up to now in thigiea of the
study unit. You might think that correctional sees and its
managers, as described above, no longer exigethdhe existing
state of affairs is no longer acceptable. Orgamnatan no longer

be managed according to the traditional manageapprbaches.
Managers must adapt to new ideas about leadeasldigeep up

to date with organizational and technological wetons.
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The questions is now whether participative manage@e an
alternative management approach is strong enoulghrtg about
improved performance in organizations. Yet befose answer this
guestion we must first look at what participativamagement and

performance mean.

) Participative management is certainly not democracy
Participative management implies participatiorhia t
management process. Democracy gives all peoplegiie

to vote but does not necessarily include particopat

It is important for you to note that there areeaflly structures,
functions and management prossesses in the sgfsiehswhich
lend themselves to participation and are appligt wicertain

degree of success. However, this success deperfusiopeople

accept the new principles and accompanying a&suiti

We will now turn to participative management prees, functions
and structures which will be necessary for orgaimna in the

future.

3.5 Participative Management As Management Philosophy
Though the traditional management functions spifilg, effective

leadership is a critical skill which every managerst possess.

It is relevant for you to note that participativenagement is
modeled on self management and is focused on tgarks who
determine their own work flow. They are also folmma&nagers or
leaders and they are responsible for the strafeggitioning of
correctional services. They also carry out openatifunctions.

They focus on short and long term objectives aedctinservation
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of healthy relationships between roleplayers sagcthe

community, government, family of prisoners, polasel justice.

In order to give momentum to the establishmentaofigipative
systems:

. People should know which practices and schoolbaight
they should follow to promote participation.

. They should be able to recognize the systems dndvaf
both the bureaucratic and participative management
approaches.

. All role players must be involved in the iderddtion of
values and the type of behaviour which is requiced
support the values.

. Control measures must be instituted to ensurepingple
implement the new values.

. Values, structure and leadership must

simultaneously.

The organization should develop in such a wayd¢katy one
accepts accountability, has sufficient authorig aespects the
rights of others. People must commit themselogstticipation,
client service, accessibility, legitimacy, divéysand learning. The
habit of passing the buck  must be avoided. Peopk& be
allowed to think and do . Control must be intéimesl so that
every person accepts responsibility for qualitypdurctivity and
innovation. All role  players (personnel, commurand trade

unions) should be involved in the organization tvdes.
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4.0 CONCLUSION
In this study unit, you have learnt change witlia tontext of

organizations. You have therefore learnt the diffiéicategories of
change. We can now say thatyou can explainhtneanistic

management approach. In addition, you can destirébsystems
approach as well as explain the participative manmemt

approach, as it affects the school system.

5.0 SUMMARY
1. What you have learnt in this study unit conseshange in
organizations.

2. You have also learnt different categoriestange.

3. In  addition, you learnt the  humanistic
approach.
4. You also learnt the systems approach.

Finally, you have learnt the participative mgement

approach on a school system.

6.0 Tutor - Marked Assignment
a) Explain the concept of change.

b) Describe three categories of change

7.0 References/Further Readings

Kroon, J.(1995) Algemere Bestuur Pretoria: Southcat
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Mol, A. (1990) Help? | m a Manager. Cape Town: Tiadeg.
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UNIT 5: MANAGEMENT CONCEPT
1.0 Introduction

2.0 Objectives

3.0 Main Content

3.1 Value

3.2 Structure

3.3 Planning

3.4 Remuneration system

3.5 Management Leadership Styles
3.6 Technology

4.0 Conclusion

5.0 Summary

6.0 Tutor Marked Assignments.

7.0 References/Further Readings

1.0 INTRODUCTI ON

In study unit 4, we explained the concept of changble context

of an organization. We also explained differenegaties of change.
In addition, the humanistic management approachd&asribed.

Finally in that study unit both the systems apphoaied the

participative management approach were explained.

In this study unit, what should be of relevant rag to you is
knowing what is meant by values in an organizaliseaup. Let
us look at what other contentS you should leathis study unit

as specified in the objectives.

2.0 OBJECTIVES
After studying this study unit, you should be afaole
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1. Define the concept of values within the contexaof
organization.

Describe the structure of an organization.

Explain planning in an organization.

Describe management leadership styles.

o ~ w N

explain remuneration systems

3.0 MAIN CONTENT

3.1 Values

Organization values support the type of behawauch an
organization believes is desirable and useful lveae organization
objectives and goals. So, what are values? Valgetha principles
according to which we do things, communicate witle another or

behave.

Values are the fundamental principles accordingtich
organizations and individuals should direct tlagtions and
choice. Rules and regulations are effective ag &mthere is
someone who can enforce them, while values areyalfeaind
within the person and direct people s actions. usetcite an
example to ensure you understand our discussi@piisoner
refuses to enter a call and the correctional affis the only
person present, the official would probably actetdéntly than

when the head of the prison were present.

The rules and regulations of the prison do navaltorrectional
officials to use more violence than is necessarg.important for

you to note that the correctional officials  beloav will thus stay
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within limits in the presence of the head, whilaits are often over

stepped in the absence of supervisors or managers.

Values have thus become an important focus poiotganizations
and are of utmost importance in establishing aogbiphy of
participative management. However, note thatiioiseasy to
change an organization s value system becausesvesitablish

themselves over years and become part of a waying|

Self Assessment Exercise 1

Are you happy with the way in which your supervitakes
decisions or treat you? Do you treat those who wmider you and
who you come into contacts with daily with dignitgspect and

fairness?

Let us continue with our discussion.

3.2 Structure
The most recent development in organization strastis found in
the creation of boundary less organizations arfd selanaged

teams.

Boundary-lessness means that the following comapi@nof
correctional services need not necessarily bet gbarthe prison
system:

8 Community corrections and parole boards

8 Workshops, factories and agricultural activities
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8§ Services related to the physical care of prisosech as

medical and nutritional.

8 Vocational services, for example psychologicatja and

educational services.

8 Private security companies which can take oustodial

services (night shifts, access control, standireydyand even

escort duties). Figure | below makes our discussiearer:

Community Corrections

N\

Food Supplies

o

Vocational Services

Correctional; Services
Core

Figure I: The boundaryless organization.

Medical Services

/

< Parole Board

Consultants

It is important for you to note that in future tkemponents can

functions as autonomous, supporting and indepdgrnieiness

units from the external environment.

This casvodielp to bring

down the per capital costs and encourage the contyrto

become involved for the sake of stability, develeptrand safety.

The creation of boundaryless organizations and setianaged (self

directed) teams leads to self
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managers unnecessary. The structure of correctsanaices
already lends itself to self managed and indepandgerk units
such as the disposal offices, vocational divisiang institutional
committees. However, these work teams must bepqdiin order
to carry out participative management practicesfatow a
combination of constraint improvement, productiyijyality,
reliability and flexibility. To ensure you understhour discussion,

figure Il below is provided:

Disposal

Head of Prison

Institutional

Committee . Team Leader

* Team member

\\_/ 0 Team

Figure II: Self Managed teams

3.3 Planning

Because work is increasingly taking place in teaingsions, work
groups and project teams must reposition themsglvésams of
the strategy. Participative organizations expecheeorkers and

role player to contributes to the strategic plagractivities.
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Upward strategic development is a general trerghiticipative
organizations. Operational workers are involvethmanalysis of
the organization s environment in order to identiéyv strategies or

adapt existing strategies. Now, try to answer dtewwing question.

Self Assessment Exercise 2
Given our discussion so far, what do you understandvertical

boundarylessness in organizational set up?

Let us continue our discussion.

Vertical boundarylessness means that correctiifialals who do
the work must also think and help to formulatetstyees. Al the
same time top management must also stay iin tonghrevolved
with what happens on the operational level. Thigkinand

driungh are thus not separated from each other.

Separation of line and staff functions are probaiymost
important causes for low productivity and wasteesiources. The
challenge is to add value to the organization.cianal divisions

can, for example, manage their own  budgets,
appointments and performance management systenssmaly

sound as if functional divisions are setting thegimary tasks

aside, but the contrary is true. They accept resipaity for

decisions and deviations which might occur. Teaake better
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decisions because needs are experienced on a adsai. They

can also no longer blame the staff functionariegptmr decisions.

When teams themselves decide on roles which shoeuldulfilled
and objectives which should be achieved, commitrdemélop.
Teams learn how to take decisions together aboat tdms be

done, who will do what, and how to manage themselve

Joint formulation of objectives has specific adeges. There is
deliberate integration with clients and other rolplayers. The
team decides openly what it will do and what ithwidt do. Team
members are clear about their roles, responsiloiétgevelops and

objectives are turned into actions which must bee out.

It is important for you on note that many pafative processes
facial because budgets are drawn up before obgschiave been
formulated, to because budgets are drawn up artdotied

externally to the team (division).

3.4 Remuneration Systems.

According to research, individualistic remuneratsystems have a
negative effect on people and their performancethmifollowing

also holds true: Remuneration is part of the ozgtion strategy
and should support the strategy. If quality, prdohity,

community service and participation are key striatgghe

remuneration system should support these priorities

The use of remuneration to manage to motivate iddals should
be avoided at all costs. Rather consider good renation and

management practices to improve performance.
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3.5 Management Leadership Style

Traditional managers are often tough customéis ensure that
their subordinates work under strict supervisiamey usually
believe that workers are not very intelligent aagédfew skills. If

the workers do not perform as expe4cted, thesedypanagers
believe that discipline will solve the problemisisl important for

you to note that these assumptions no longer fAdidse days
managers are more sensitive towards their workdiisey regard
subordinates as a valuable resources and coneelenteds

expectations and general welfare.

The challenge for managers lies in the creaticamoémployee
centred culture in order to obtain the cooperatietween
managers and workers. This type of approach stamrittibute to

tolerance, mutual respect and a learner centrigreu

Self Assessment Exercise 3
From your understanding of our discussion, andrasyy Yyou
were the manager of a thriving company, would waunt to

maintain the management philosophy if cooperation?

Let us continue our discussion.

If managers wish to maintain the management phylog of
cooperation they should take the following prineglnto account:
- Avoid partisanship and nepotism
- Respect people and their right to privacy

- Never pretend that you know everything
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Promote trust between workers and official

Closely follow management and business ethics.
Address the problem and not the person

Give the workers authority together with respongipi
Treat workers like people and not like slaves.
Recognize performance to encourage self respekct
trust.

Allow mistakes and support the workers in corregtimeir
mistakes.

Allow freedom of speech and  association
domination

Earn the respect of your subordinates; do not ddrtan
from them.

Do not expect more from your workers than theyadile
to do.

Create an organization climate which also workers t
experience some degree of ownership.

Never humiliate workers or discipline them in thregence
of others.

Recognize abilities without infringing on the whéiow an
what.

Do not appoint competent people and then tell them
to do their work.

Never enforce your will on other people  makeguest
before giving instructions.

Remember, you are also a worker just like your

subordinates do not misused your position.
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- Obtain the cooperation of your workers by involvihgm

and encouraging them to take decisions themselves.

3.6 Technology

Computer based technology is in the process aigihg the role
of workers and managers. Managers must therefaterstand the
software their workers are using in order to traemv workers and
to help with problems. They must also keep up te @ath the

coordination of integrated office systems.

Computers are increasingly associated with datanmdtion

systems, printers and telecommunication systemshafacilitate

work outputs. However, computers also made it nddfesult to
identify problems which develop in divisions. T®blems also
cover a wider field than before when the activibéslifferent
divisions were dealt with separately and indepetigéRobbins &
Decenzo, 1995:312).

In the workplace information systems are increglgineplacing

direct supervision. The logistics Admission and lelase systems
which are used in the Nigerian correctional s&awiserve as
examples. These systems enable managers to otftaimation
about workers outputs, quality levels and ab#gitigthout having
to carry out physical inspections and checkingpast This has
greatly decreased the direct monitoring and colinigpbf work by

managers.

4.0 CONCLUSION
In this study unit, you have learnt about valuethinithe context

of an organization. You have therefore learnt thieucture of an
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organization. We can now say that you can expldiatus meant
by planning in an organization. In addition, youn ckescribe

management leadership styles and explain remuaersystems.

5.0 SUMMARY
1. What you have learnt in this study unit conseralues
within the context of an organization.
2.  You have also learnt the structure of an amgdion.
3. In addition, you learnt what planning is in@ganizational
set up.
Also, you learnt management leadership styles.

5. Finally, you learnt remuneration systems.

6.0 TUTOR MARKED ASSIGNMENT

1. (a) It is easy to change an organization s veysem?
(b) Give reason(s) for your answer in (a) above
(c ) State three specific advantage of jointfialation of

objectives in an organization.

7.0 REFERENCES /FURTHER READINGS
Bruyns, H. (1997) Management thought & Theories Biuyns, H.
et.al. (Eds) Correctional Management. Hodder & §iwon,

London.
Robbins, S. & Decenzo, D. (1995), Fundamentaldafagemrnt:

Essential Concepts and Applications. Englewood<;INiJ: Prentice
- Hall
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MODULE IlI

Unit 1: Leadership in Organization

Unit 2: Leadership Styles

Unit 3: Stress in Organization

Unit 4: Managing Stress in Organization

UNIT 1: LEADERSHIP IN ORGANIZATIONS
1.0 Introduction

2.0 Objectives

3.0 Main Content

3.1 Nature of Leadership

3.2 Functions of Leadership

3.3 Constraints on Leadership
3.4 Decision Making behaviour
4.0 Conclusion

5.0 Summary

6.0 Tutor Marked Assignments.

7.0 References for Further Reading

1.0 INTRODUCTI ON

In this study unit the nature of leadership willdscussed. The
unit will also describe leadership function and dneerse

constraints of leadership. Let us look at whaepttontent you
should learn in this study unit as specified intleéw study unit

objectives.

2.0 OBJECTIVES
By the end of this study unit, you should be be dbi

1. Explain the nature of leadership
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2. List the functions of leadership
3. Explain the constraints of leadership

4. Describe the decision making behaviour

3.0 MAIN CONTENT

3.1 Nature of Leadership
The concept of leadership in organizations hagiatyeof

meanings. One of the relevant meanings from thedptaint of
managerial behaviour has been suggested by KatKamal (1966:
302). They defined leadership as the influentiatement over and
above mechanical compliance with the routine divestof the

organization .

In other words, leadership occurs when one indaidan induce
others to do something of their own volition insted doing
something because it is required or because tlag\ttie
consequences of non-compliance. It is this volyntamponent of
leadership that sets it apart from other influgmeesses such as

authority and power.

3.2 Functions of Leadership

It is important for you to note that in many way(s)s the quality

of managerial leadership that differentiates effecorganizations

from ineffective ones. Leadership can serve sevenabrtant
functions that are necessary for organizationaatiffeness. To
begin with, leadership fills the void left by thecompleteness and
imperfection of organization design (Katz & Kalrg6b) Because it

is not possible to design the perfect organizadiot account for

every member s activities at all times, somethingthssue that
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human behaviour is coordinated and directed towsskl

accomplishment. Now reflect on this quiz;

Self - Assessment Exercise 1
Given what we have discussed so far, what is thraeshing that

must insure coordinated human behaviour?

Let us continue our discussion.

This something is leadership. Second, leadershpsite maintain
the stability of an organization in a turbulent eamment by
allowing  for rapid adjustment and adoption to

environment conditions.

Third, leadership can assist in the internal cowtion of diverse
organizational units, particularly during periodggoowth and

change. He can act as buffer between conflictinggsa

Fourth, leadership plays a role in maintaining lstasembership
for an organization by facilitating personal Satt$ion and

personal goal attainment.

To further ensure clearer understanding of ourudision, let us

cite example from the school system. Halping &fC{H963:1)
identified our characteristics of teacher s behawvhich all-
together emphasizes the importance of two bastelship
functions- task achievement and the fulfillmentla# social needs

of colleagues as essential to effectiveness.alitigor identified
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four

characteristics of  principal s behaviour and four

characteristics of teacher s behaviour:

1.

Disengagement refers to the teachers tendenoy tmt
with it . This dimension describes a group whilgoing
through the motions , a group that is not in geavith
respect to the task at hand. This subject focuges the
teachers behaviour in a task oriented situation.
Hindrance refers to the teachers feeling thaptireipal
burdens them with routine duties, committee dermsand
and other requirements which the teachers conaue
unnecessary busy work, which hinders rather than
facilitates their work.

Esprit refers to moral. The teachers feel thatthgocial
needs are being satisfied, and that they arepatame
time enjoying a sense of accomplishment in thdar jo
Intimacy refers to the teachers enjoyment of filgrsocial
relations with each other. This dimension descries
social needs satisfaction which is not necessaril

associated with task accomplishment.

Principal s behaviour

5.

Aloofness refers to behaviour by the principal ickhs
characterized as formal and impersonal. He godkdy
book and prefers to be guided by rules and paliather
than to deal with the teachers in an informal, fade
face situation. To maintain this style, he keepssklf at
least, emotionally at a distance from his staff.
Production emphasis refers to behaviour by thecprat

which is characterized by close supervision ofdadf. He
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is highly directive and plays the role of a stravg® . His
communication goes in only one direction, and heois
sensitive to feedback from the staff.

7. Thrust refers to behaviour by the principal whigh
characterized by his evident effort in trying tovao the
organization . Thrust behaviour is marked not loge
supervision, but by the principal s attempt to weitt the
teachers through the example which he personaky se
This behavioural thought is starkly task
nonetheless viewed favourably by the teachers.

8. Consideration refers to behaviour by the prinlcigaich
is characterized by an inclination to treat thebeas
humanly , to try to do a little something extra floem in

human terms.

According to Hunt & Larson (1974) and Stagdill (29,7different
models of leadership have been suggested in dratlire on
organizations. Generally, these models suggestdaadership
effectiveness is a result of a combination of fesstoncluding the
characteristics of the individual (for examplegader personality,
intelligence, and so on) and the characteristithesituation

(such as relative power distribution between sapend

subordinates, nature of the task, time pressures).

A major thrust of many of the more recent contmgemodels is
that the success of a particular leadership styteekample,
automatic versus participative) depends in largegathe
particular situation at the time. It is importaat fou to note that

when time is short and the outcome of the decisgitirhave little
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impact on subordinates, a more autocratic sty Ineamore

effective to get the job done quickly.

On the other hand, when group acceptance of aphatiaction is
important, a more participative style of leadershigy be more

effective.

3.3 Constraints on Leadership

An important aspect of understanding on how leddensorks in
organizations is recognizing occasion where it matywork or
where it may have a diminished impact. If leadgrshiviewed as a
means of enhancing effectiveness in organizatibespotential
constraints on such means must be clearly recednigow try

think out the answer to this question.

Self Assessment Exercise 2
List any two (2) constraints on your

teacher/Headmaster as a leader in your secondaoglsdays.

Let us continue our discussion.
Several possible constraints on leadership effextss can be
identified. They include:

1. The extent to which managerial decisions andwaehr

are  preprogrammed due to precedent,
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technological specificity, or the absence of faanity with
available alternative solution.
2. The traits and skills (particularly leadership E}ibf the
manager. Research has indicated, for example, tha
effective  leader s tend to exhibit certain personal
characteristics such as intelligence, aggressigenes
presence of good communication skills. Moreovendy
leaders typically demonstrate expertise in thein @anea of
endeavour (such as a foreman who can perform #teof
jobs of his or her subordinate). It is to be ndteat the
lack of such skills may preclude to some extéeicéive
leader behaviour.
3. The ability of a leader to vary his/her behaviaustiit the
particular situation. More rigid patterns of beioav may
be in appropriate for many situations requiringaie
style of leadership.
4, The extent to which a leader controls rewards dhat
desired by subordinates (promotion raises paysarwh).
5. The characteristics of the situation (how much poave
leader has, the importance of a given decisiorcoor
the quality of interpersonal relations betweesader and
subordinates, and so forth).
6. The openness of the organization to variatiorleader
behaviour (for example, a participative leadershtype
may be discouraged or prohibited in a military

organization).

It is important for you to note that these conatsaserve to set

the stage in which influence attempts take plabe. Tgreater the
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skills and abilities of the leader, the easierilt e for him/her to
deal with such constraints and use the availakiteidie to the
best advantage in securing subordinate suppotasar

accomplishment.

3.4 Decision Making Behaviour

A common characteristic of effective leaders s dbility to make
decisions that are appropriate, timely, and actéptén fact, the
inability or unwillingness to accept such respoiligjbcan easily

lead to a loss of allegiance or legalization byokekrs. If we are to
understand more fully the role of managerial leskigrin
organizational effectiveness, it is therefore neagsto examine the
nature of decision making processes and the faleaoagement

in such processes.

Decision making in organizations is a processtdé&ing among

available alternatives (Shull et.al., 1970). Acdéogd to Simon

(1960), three stages in the decision making m®can be
identified:
) Intelligence Activities, which include problem recognition

and search for the causes of the problem as welbbssible
solutions.

i) Design activities, which formulate and access alternative
courses of action in terms of positive and negativieomes;
and

i) Choice activities or the decision itself. The quality of the
resulting decision is seen as being largely infagehby the

thoroughness of the intelligence and design phasegll as
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by the rationality and goals of the decision maker
themselves.
By building upon this process, it is possible xarmine some
general guidelines for improving the manner in \atdecisions are
made in organizations. The improvement in the maéumd quality
of the resulting decisions should then contribateftectiveness by
improving the allocation and utilization of an onggation s various
resources for purposes of task accomplishment.sQadle strategy
for improving decision making effectiveness hasmbsuggested
by Thompson (1967).

Briefly, Thompson suggests that decisions in ogions are

characterized by two major dimensions:

1) Beliefs concerning cause effect relationshgmsl

2) Preferences among possible outcomes. Takinog@ngency
approach, itis argued that the selection of r@priate
strategy for a decision is a function of the natfréhese two

dimensions at the time of decisions.

A different decision strategy is suggested for ngens for each of

the four possible situations:

1. A computational strategy is seen as being @ogtopriate
where both beliefs and preferences are relativefiam. For
instance, if a company knew from past experiehaé t
increasing its advertising expenditures would invereales
(cause effect belief) and if there was generedeament
among managers that sales increase is desiratitm(oe
preference), the decision would be obvious, assgmin

sufficient resources.
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2. A judgmental strategy is appropriate wherdgremces are
certain but cause effect beliefs are net.us cite an
example to ensure you understand our discussion. Fo
example, if management wanted to improve salesvhat
uncertain whether this could best be accomplishexigh
increased more difficult identify problems whichvetop in
divisions. The problems also cover a wider fieldrttbefore
when the activities of different divisions were Hedath
separately and independently (Robbins and
1995:312).

In the workplace information systems are increglgineplacing

direct supervision. The Logistics, Admission anig@ase systems
which are used in the Nigerian correctional s&wiserve as
examples. These systems enable managers to atfi@imation

about workers outputs, quality levels and ab#gitigthout having
to carry out physical inspections and checkingoasti This has
greatly decreased the direct monitoring and calinigpbf work by

managers.

4.0 CONCLUSION

In this study unit, you have learnt about the retufrleadership
in organization. Their functions and the variousstoaints on
leadership. Finally you learnt about decision mgkiehaviour in

organizations.

5.0 SUMMARY
What you have learnt in this study unit conceraslérship in

organizations. Their functions were discussed Arctbnstraint of
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leadership explained. The behaviour of taking glens in

organization was also learnt.

6.0 TUTOR - MARKED ASSIGNMENT

Explain the functions of leadership in an organorat

6.0 REFERENCES /FURTHER READINGS
Bruyns, H. (1997) Managemernt Thought and Theorién:

Bruyns, H.et.al (Eds) Correctional Management. déty &

Stoughton, London.
Robbins, S. & Decenzo, D. (1995) Fundamentals afddg@ment:

Essential Concepts and Applications. Englewood<;lif

NJ:Prentice Hall.
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UNIT 2 LEADERSHIP STYLES

1.0 Introduction

2.0 Objectives

3.0 Main Content

3.1 Leadership Style

3.2 The Ideal Leadership Style

3.3 Hersey & Blanchard s Life Cycle Theory
3.4 Transformational and Transactional Leadership
4.0 Conclusion

5.0 Summary

6.0 Tutor - Marked Assignments.

7.0 References/Further Readings

1.0 INTRODUCTI ON

In study unit 1, we described the nature of leddprshe study
unit also served to introduce you to other studysun this
course. You can now identify leadership functiornéou can also
explain leadership constraints. You are aboutudysa most
stimulating study unit: Leadership style. This stuahit guides

you through ideal leadership style. Let us loowhat other

content you should learn in this study unit as #j@ektin the

study unit objectives.

2.0 OBJECTIVES
By the end of this study unit, you should be able t
1. Explain various leadership styles

2. Describe the ideal leadership style
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3. Explain Hersery and Blanchard s life cycle theory.
4. Distinguish between Transformational and

Transactional leadership.

3.0 MAIN CONTENT
3.1 Leadership Style
Is a factor that determines the effectivenessauéeship. It refers
to the underlying need structure of the individwaich motivates

his behaviour in various leadership situations.

While leadership behaviour includes all the tkitigat a leader

could do in a work situation e.g his efforts inaaod planning,

structuring of tasks constrolling and his interpeia relationships

with his workers.

Leadership styles are:

Dominational, Autocratic, Authoritarian or Dictarizeadership:

The mood of control is domineering. The leadersthime

determines policies, procedures with  little  or no roup
participation. There is little or no effective comnication flow

between leader and his group. He is task oriemteidideographic.

He issues directives.

And according to Gibbs it emanates from fear aetirig of
insecurity thus he uses it as a defensive weapamh Baders
often depend on punishment for non compliance tighdirectives
e.g. principal recommending staff for suspenswithholding

annual leave etc.

3.2 The ldeal Leadership Style
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Is there an ideal leadership style? There aemarebers who
believe that there is such a style which is propafbdeled on a
participative management approach. Opponentshié idea, as
well as leadership experience, however, pointloaitin some
situations an autocratic approach may be the bleist v other

situations a participative approach may be better.

Sometimes better results are achieved with a task
approach and sometimes a people oriented approaeiter.
According to Mosley et al. (1996:407) this provieattleadership is
a complex phenomenon and that the appropriatetship style
depends on various interdependent variables. Mdact on this

quiz:

Self Assessment Exercise: 1

Is there any group situation where leadership mghte needed?

Let us go on with our discussion.

It is important for you to note that there are graituations where
leadership might be irrelevant. For example, tapargnership to
dentists where everyone carries out their spstialsks without
anyone of them requiring any guidance. Note #iabthe same

can probably be said of attempts to define taistof the ideal
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leader s traits, they often become idealistit #ue result is an

outline of a kind of superhuman.

Take charisma as an example of a characterisao adeal leader.

Here you would find two opposite poles, for exampldolf Hitler at
the one extreme and Mahatma Ghandhi and Nelson &faatlithe

other, to mention but a few. Charisma should tioeee not be
regarded as the only answer to current leadersregsbecause it

also has a dark side. Charismatic leaders ofkertdi promise

Utopia (a perfect society) to their followers drale the ability to
influence them so strongly that they can be mesreério

participate in unethical and illegal actions (DUBRIL995:73-74).

What is important is that the success of leadems&asured
according to certain norms. Charlton (1994:10) mnecends five
interdependent core competencies. These compesdmie been
identified through comprehensive local and inteorat! research
and can be used as a basis to measure leadeffgufiveness.
They are the following:

) The ability to attract the attention of people tigh
an inspiring vision of the future.

i) The constant communication of this visionin a
creative and understandable way which will work as
an incentive for people to walk the extra miled an
which brings about synergy and coordination of
inputs.

i)  The ability to instill trust in the leaderseémselves
and in what they are trying to achieve, and algo th

willingness to trust others to do what is required.
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iv)  The leaders ability to manage themselves by
diagnosing their own ineffective actions and
accepting responsibility to learn constantly and to
change for the better.
V) The ability to create an empowering environment
(through responsibility, authority, and
accountability) where people are willing (motivated
able (trained) and allowed (responsible and given
authority) to learn and perform in terms of their

potential.

Self Assessment Exercise 2.
Can non charismatic people be successful leadéns do you
think?

Let us continue our discussion.

3.3 Hersey and Blanchard s Life Cycle Theory

One of the leadership models which has attractatbwide
attention is Hensey and Blanchard s situationalehdchis model
has been used in the United States of America tmiment

international companies and military services &giaing aid.

Although the model is not above criticism. Robh({h3888:380), for

example, states that not enough evaluation has falkee it does
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not provide a valuable and uncomplicated aid fbe dnalysis of
leadership demands and expectations in variouatgihs and as

a result adaptations can be made accordingly.

It is important for you to note that the model pd®s guidelines

for flexible and adaptable leadership behaviour.

It emphasizes that leadership requires specifitssKihe required
leadership style in a given situation will not b®uccessful if the

leader is not trained in the skills which that stggquires.

They also take the view that adapting to the cursgnation is not
the only solution. Another option is to change sitaation by
developing the skills and self confidence of thbadinates (Fox
et. Al. 1991: 106). It is to be noted that the eags of followers in
leadership effectiveness reflects the reality thiatthe followers

who accept or reject a leader. Regardless of wieglietader is, his
effectiveness and efficiency depend on the actubriss followers
subordinates. This underlines a dimension whsabvierlooked in

many leadership theories (Robbins, 1988:380).

According to Dubrin (1995:133) the model s majdiicency lies in
the fact that leadership situations cannot alwaysdorigidly

defined as suggested by Hersey and Blanchard gjt@drants.

The theory is based on two broad categories oklsaip
behaviour:

) Task Behaviour.

130



Task behaviour is the way in which leaders willlgably
organize and define their subordinates roles. iBhise task
which must be carried out.

1)) Relationship Behaviour
This type of behaviour refers to how leaders propab
maintain personal relations between themselvdstair
group members by means of communication, socio

emotional support and facilitation of behaviour.

Provision is made for one moderating variable ngrtted maturity
of followers which is described as the abilitys&t high but
describable goals, the willingness to take respmlitgias well as
experience and /or education. This maturity lesenly measured
in relationship to a specific task. A correctionéicial may, for
example, show a high maturity level in his custbthiak but a

totally low maturity level with regard to adminiative tasks.

Given our discussion, it is the leader s respalityibo determine
the level of his followers/subordinates  matunityeach situation
and adjust his leadership style accordingly. Hgnsad

Blanchard s model thus recognizes the crucialabtbe followers.

The following illustrates the relationship betweba follower
maturity and the recommended leadership style (ele&s
Blanchard, 1982: 152). The leadership style isesgnted by the
descriptive curve in the figure, as it moves tigto the four
guadrants of leadership style (Q1, Q2, Q3 and Bdgh style

represents a different combination of task andicelahip.
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Situations are first analysed by determining the
follower s/follower s task maturity level and theslecting the

appropriate leadership style for the particularation:

The telling style

The subordinates are not prepared to take resplitysibr a task.

They are often not competent to carry it out (latknowledge and
skills) and do not have the self confidence t&lathe task (Ml).

In such a case the appropriate leadership st@ealisective or

telling style (SI) which is accompanied by striapsrvision.

The selling style

In some cases the followers/subordinates do nad tiee ability

(knowledge) for a task, but are willing to accdy thallenge (M2).

In such cases the selling style (S2) is appropriitaough the

leader still provides the direction support is give such a way

that it strengthens the person s willingness anldusmasm.

Rather than giving direct instructions, the lead#irtry to sell

views to the subordinates/followers by means of two way

communication.

At this maturity level the leader s decisions areepted if the
subordinates understand why these decisions harethken and
if the leader gives some support and directioneNlbat this style

includes both high task and high relationship eleisie

The participating style
People at the next task maturity level have thétyabd carry out

their leaders instructions but are unwilling tewept the
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responsibility for the task (M3). This often arisédsom a lack of self
confidence or a feeling of uncertainty. Note tiiet best results

are obtained with the open door, two way comigation

approach through which the leader supports therdutaies

attempts without having to give too much direct{83). Leader

and subordinates participate in the decision makprgcess. The

leader s chief role is to facilitate and commurecdthis style thus

includes high relationship and low task behaviour.

The delegating style

People who are at the M4 task maturity level aosé¢hwho have
the ability to carry outatask, are willingndahave the self
confidence to do it. For them the delegating stg4), which has

very little direction and support, is the approteiatyle. Although

the leader might still be able to identify problertge responsibility

to solve the problem is left to the mature subatéror follower. In
this case both low relationship and low task betavare

indicated.

It is important for you to note that the model mipstseen as an
aid to determine the appropriate leadership stykegiven
situation and should not be rigidly applied withaaty thought.
Although the normal application lies in selectinigadership style
in keeping with the maturity level, in other wor82 for M2, S4 for
M4, and so on, one cannot always fit people stiywado a

category.

In addition, situations might necessitate a desmatLet us cite an

example to ensure a clearer understanding: for pkaraven
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though a new supervisor s subordinates are atht#etask
maturity level, he/she might choose to apply thest$i to get to
know each other and to establish preferences amittence.
Correct communication will be of the utmost impaora in such a

case.

Self Assessment Exercise 3
From our discussion so far, what should be thet ingzortant

objective when applying the Hersey and Blanchardeii®

Let us continue our discussion.

The most important objective when applying theddgrand
Blanchard model should be to enable the leadeelipthe
subordinates/followers to grow in maturity and &ypghthem

develop as far as they can and wish to develop.

3.4 Transformational and Transactional Leadership
In the late 90s, an approach was developed whitreintiates
transformational from transactional leadershiprrBuand Bass

are identified as pioneers in this field by Mosétyal. (1996:412).

According to the transformational leadership tistsy their
theories represent a paradigm shift to a more wasipand
empowering leadership style than in the past. Hewing three

factors are an integral part of transformationatikrs:
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) Charisma
1)) Individual consideration

i) Intellectual Stimulation

Charismatic leaders are described as those whogedoachieve

a feeling of pride, respect and esprit decorps (team spirit) amongst

their followers. They have a gift for focusing ohat is really

important. Individualised consideration means thatleader pays

personal attention to individuals and promotésirtdevelopment

with delegated assignments. Intellectual stimukaisopromoted
through the leader s vision and new fresh ideas(@jeet.al.

1996:412).

It is important for you to note that there is &imige similarity
between these characteristics of transformatiazaldrship and
the five core competencies that Charlton indicatesused to

measures leadership success today.

According to the literature analysis of Loius AllAssociates Inc.
(1996:27), a transformational leadership approadbund in

dynamic situations. It is characterized by
empowerment, team  work, openness, freedom
orientation. Thus one can expect this type of apgnavhere

change is the order of the day.

It is important for you to note that not everybaiyn be a
transformational leader. As a result many find teelves in the
category of transformational leaders. These leadergify desired
performance standards, recognize what type of isvamployees

wish to gain from their work, and then take stepseward the
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achievement of the desire standards accordinglys(®joet. al;
1996:413). This does not mean that they cannotbeessful
leaders. The circumstances in which they must aghtvell

require a transactional approach.

According to the analysis of Louis Allen Associabes. (1996:27),

one typically finds transactional leadership withimore stable
situation with a larger degree of centralized attqocharacterized
by objectives, standards, evaluation, and correaifgerformance,

policies and procedures.

It is essential for you to note that what is imtpot is that both
approaches are deemed necessary for modern orgiangz@_ouis
Allen Associates Inc. 1996:27). This implies thatideal balance

between the two must be found for the circumstaatése time.

4.0 CONCLUSION

In this study unit, you have learnt the ideal leatip style. The

Hersey and Blanchard s life cycle theory was @xgeld. In
addition, the differences between transformational and
transactional leadership were explained with exasfb enhance

understanding and facilitate comprehension.

5.0 SUMMARY
1. What you have learnt in this study unit consehe ideal

leadership style.

2. You have also learnt the Hersey and Blanchdifd  cycle
theory.
3. In addition, you have learnt the differenceasen

transformational and transactional leadership.
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4. The study units that follow shall build uporuyo
understanding of this study unit to ensure

understanding and comprehension.

6.0 TUTOR - MARKED ASSIGNMENT
Identify and briefly explain the competencies yamn cise to

measure leadership effectively.

7.0 REFERENCES/FURTHER READINGS
Charlton, G. (1994) Leadership Beyond 1994/ HnrmResource

clarity,

Management: 10, (4). May:7-10.

Dubrin, A. J. (1995) Leadership: Research, FigslifPractice and
Skills. Boston, Mass: Houghton Mifflin.

Fox, W. Schwella, E. & Wissink, H. (1991) Public management

Kenwyn: Juta.

Hersey, P. & Blanchard, K. (198R)anagement of organizational
behaviour: Utilizing human resources. Engleword Cliffs, NJ:
Practyice Hall

Mosley, D. Pietri, P., & Megginson, L. (1996) Mareagent:

Leadership in action. New Yorl: Harper Collins.
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UNIT 3: STRESS IN ORGANIZATION
1.0 Introduction

2.0 Objectives

3.0 Main Content

3.1 The Concept of stress

3.2 Types and Symptoms of stress

3.3 Sources of stress

4.0 Conclusion

5.0 Summary

6.0 Tutor Marked Assignments.

7.0 References/Further Reading

1.0 INTRODUCTI ON

In this study unit you will be learning about theaning of stress,
as a concept. The various types and symptomsesfsswill also be
explained. In addition, the diverse sources asstr will be

described. Finally the important issue of managingss among

members of an organization will be discussed.

2.0 OBJECTIVES

By the end of this study unit, you shall be able to
0] Explain that stress is a natural part of life
(i)  Define the concept of stress

(i) 1dentify types and symptoms of stress

(iv) Describe the various sources of stress imoization.

3.0 MAIN CONTENT
3.1 The Concept of Stress:
Stress is an inevitable part of life. All peoplevhether they are

managers of children confronted by playgroundiésillor
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entrepreneurs trying to sell new devices do expedestress either
periodically or continuously. Stress cannot be d&dj it is

therefore essential to manage stress effectively.

Stress is a very topical subject, which is cortbtdreing written
about, researched and speculated on. Although drermany

different definitions of stress, the following twlefinitions, seem to
be the most comprehensive and descriptive. Acogrii Gericke
(1997:7). Stress is the pressure that an eveneéplac individual.
Stress is the individual s response physical, at@md chemical

to those events, both external and self genertitatfrighten,
endangers, excite or distress the individual. iRgslof conflict,
frustration, disillusionment, apathy indifferendesmay, and
tension are familiar to large number of employe®s managers as

well as professionals in organizations.

Stress is also defined by a set of circumstancdsrumhich an

individual cannot respond adequately or instrumnte

environmental stimuli, or can so respond only atdbst of

excessive wear and tear on the person. For exarthpbaic fatigue,
tension,worry, physical damage, nervous breakdawoss of self

esteem. Stress is therefore a relational consaqe it involves

factors in the environment which combine withtéas in the

individual.

Stress can also be defined as any condition tlsaahaffect on

the body (Mandlar, 1984). Specifically, it is theegsure and strain
that result from demands, or challenges that reqgome kind of
readjustment by the individual. For example, tonffrustration

deprivation, and anxiety can all produce stresscéoa change in
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jobs, including a promotion or an increase in wogkl, a marriage,

a divorce, a birth in the family or a death.

Stress is indeed a fact of life, beginning at tleemant of an entry

into this world and recurring until we leave it.ughstress is

inevitable within the school system or any orgatdzafor that
matter. Administrators cannot completely eliminstress either for
others or for themselves. Furthermore a certaimesegf stress

seems to be a precondition for psychological groatihievement,
and the development of new skills, although stadssys involves
at least some temporary degree of discomfors. fiteiquently the
occasion for the emergence of creative solutigmetrsonal or
organizational problems. On the other hand, prokingss can be
harmful. The negative effects of prolong stressamash often do
take their toll, Cohen (1980) in Alhassan (2000fe® that these
effects include confusion, indecisions, apathgeréase in
effectiveness and the inability to relate to otheople, as well as

an increase in the likelihood of developing phykilt@ess and
psychological/physical withdrawal from the schogdtem or

organization.

3.2 Types and symptoms of stress:

There are two different types of stress namelyiscgfic stress and
chronic stress.

Episodic stress: According to Fox and Comb (19Bg)sodic stress
is triggered by traumatic incidents. These incidexdcur
infrequently and their duration is relatively shloved. For
example if in an organization like the school, $keeurity men

suddenly blow their whistler, and by the time yash out they
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come apologizing that it was a mistake. Most ofdkpenses of the
school administrator at that period of time whichludes increase
heart beat and high blood pressure will be shioréed as soon

as it was realize, that blowing the whistle wasistake.

Chronic Stress: This is constantly present in tbekvenvironment.
It can be compared with a chronic illness. lthis t product of a

slow, continual process of erosion that occurs segeral years.

In this type of stress the though of the respolis#s and the
unrealistic expectations of what people think gan do stresses

you up each day.

Self Assessment Exercise 1
Do you sometimes experience episodic stress oyarea victim of

chronic stress?

Give personal examples:

Let us continue our discussions.

The questions that you may now ask yourself arat\are the
symptoms of stress and how can | identify them aff?dMany of
your colleagues and subordinates also suffer frivass. How will |
be able to identify stress symptoms in your collesy and
subordinates.

Below are some symptoms to be considered:
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How you feel
(Psychological

symptoms)

Feeling anxious and tense aggressive, apathetic,
bored, tired, depressed, restless, impatient,réatest
guilty, irritable, sense of inferiority, nervouscan

lacking interest in social activities.

How you think

Difficulty in making decisions, less creative in\sng
problems, forgetful, hypersensitive to criticignoor
concentration, poor organization of work and task,

blame yourself for everything.

What happens to
your health

Tension, headaches, muscle, stiffness and aches

diarrhead, faintness and dizziness,

urinating, fatigue, migraines, neuroses, nightmares
insomnia, skin rash, ulcers, loss of sexual eger

and sweating without exercising.

freque

How you behave

Have accidents, emotional immaturity, eat too much
or too litt;e, drink and smoke excessively incoimére
speech, impulsive behaviour, general disorientation
nervous laughter, restless, trembling, and passive

indolence.

What happens to
your body
(physiological

symptoms)

Pounding of the heart, high blood pressure, dryness
of throat, and mouth, excessive perspirapopl
dilation, hot and cold spells, numbness butterflies

the stomach, large muscle, groups tense.

How stress affects

your work

Increased absenteeism, poorer communication and

inter personal relations, less commitment, high
accident rates, more antagonism, less creatiesg |
concern for colleagues, less job satisfaction and

poorer productivity.

nt

(Adapted from Geric

ke, 1997: 20).
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3.3 Sources of Stress

It is important to identify the different factaifsat cause stress.

There are two general factors that add stressrtbvas, namely:

external and internal sources. Stress reactionst fesm the

interaction between an individual s predispositmstress and the

force exerted by the environment. The term enviremim includes

all  factors and forces external to the
environmental forces contributing to stress incladenomic

factors (e.g recession and inflation) cultural ealumarital and

family problems, movement of hierarchy, generaleracrowding,

air, water, and pollution create stress for indinats.

It is important to note that stresses exertedobgels outside the

job may have a spill over into job behaviour. Sarhthe sources

of managerial and professional stress include;

individual. Other

1. Under utilization of Abilities; Feeling of nbking challenged

of ones intellectual abilities and formal educatbeing
wasted, and of being over qualifies for present jo

responsibilities represent an omnipresent comptint

dissatisfaction by middle managers and professipeaple.

2. Job Insecurity: Fears of being fired posestlar source of

managerial stress to managers, due to its resultant
consequences for example having unqualified teaadhehe

school system could create the feelings of insgcuri

3. Uncertain Professional Status: Stresses createdby

underutilization of abilities and job insecurityntobutes to

feeling of uncertain professional status.

4. Insufficient Authority: Primers of Managemewointent that

authority should be commensurate with respongislity et
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this axiom is often violated in organizational lifehis

discrepancy between power granted and power ndeded

accomplish a given task is a source of stress rastrtion

for many managers in professional organizatiorsuifficient

authority sometimes manifest itself in a manager no

receiving the backing needed from management ty oat it

directives.

Exorbitant Work Demands: Executives, middle agars and

professional employees, like principal, vice prpadj Heads of

Department and duty masters in the school systésn éhd

themselves faced with a punishing workload. Tightly

scheduled work days, heavy teaching load and sameidtus

demands exert  considerable stress on organizationa
members.

Role Conflict and Ambiguity: One form of orgaational

stress is that of role conflict and ambiguity. S¢rés created

under conditions of conflict and ambiguity becapseple are

not sure of what to do or which way to turn.

Pressure towards conformity: Individuals show idew
variations in the willingness to conform to a nagstablished

by the organization, for some individuals thesgige to

conform represents a stress in their lives.

Job Design and Technical Problems: Pressaceg@lupon

individual discussed so far has dealt primariighw

psychological and  sociological factors and manaderi
practices. There also exist within any organizatdorast

source of stress centering around problems of argaonal

structure and technology.
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In studies of stress, in schools, teachers ldeified many

pressures. As reported by Kyriacou and Sut CIE&/{) in

Alhassan (2000), four major sources of stressdolters are as

follows:

1. Pupil misbehaviour: noisy pupils, difficult classdsficult
behaviour problems.

2. Poor working conditions: poor career structurerpo
promotion opportunities, inadequate salary, slyertt
equipment.

3. Time pressure: not enough time to do the worktan
much work to do.

4. Poor school ethos: inadequate disciplinary policgchaool,
lack of consensus on minimum standards, and the

behaviour of the head teacher.

A final source of stress as it relates to the sthgsiem is the
behaviour of disruptive pupils. The incidence odwdyism,
characterized by deliberate lateness to lessstyrance in
lessons, verbal abuses and refusal to cooperateti®e increase

in recent times, most likely reflecting the incregswave of

indiscipline in the larger society.

4.0 CONCLUSION

In this study unit, you have learnt about the cphoé stress, you
have also learnt that stress is inevitable, angttbee occurs in
different forms. In addition, you learnt thhéete are diverse
symptoms of stress, which can assistany managee

organization to easily identify among subordinatdsnally, you
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learnt that the sources of stress are generalgreattand internal
as determined by the environment. All these hedpntlanagement

In any organizational setting.

5.0 SUMMARY

In this study unit the following issues have be&tussed,
(1)  Stress is a common factor in every individual.
(2)  Stress has various types and symptoms.

3) Stress could be experienced due to externhlrgernal

sources from the environment.

6.0 TUTOR - MARKED ASSIGNMENT

1. What is stress
2. List at least ten different systems of stress
3. List the sources of stress that you experience.

7.0 REFERENCES /FURTHER READING

Alhassan A. B. (2000) Understanding educatiompalychology.
Zaria: Tamaza publishing Componay Ltd.

Fox V. B. & Stinchcomb J. B. (1994), Introductiandorrections 4
edition London Prentice Hall International.

Gericke, M (1997) Coping with stress in professidsills

development, Florida: Technician SA.
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UNIT 4: MANAGING STRESS IN ORGANIZATION
1.0 Introduction

2.0 Objectives

3.0 Main Content

3.1 Optimum Stress levels

3.2 Stress Coping techniques

3.3 Managing Stress in others

4.0 Conclusion

5.0 Summary

6.0 Tutor Marked Assignments.

7.0 References/ Further Readings

1.0 INTRODUCTI ON

In unit 3, you learnt about the concept of strédss types and
symptoms of stress. You also learnt the variouscssuof stress in
individuals. The unit you will expose you to thgtiomum stress
levels and stress coping techniques that coellenployed by
management. Finally you are about to learn howdoage stress

in others (subordinates).

2.0 OBJECTIVES

By the end of this study unit, you should be able t

(1) Describe the various optimum stress leveiadividuals.
(2) Identify stress coping techniques

(3) Explain ways of managing stress in others.

3.0 MAIN CONTENT
It is quite evident that it is not stress per s# th problematic for
us, but rather the amount of stress. An apprapaatount of

stress is actually beneficial and can contribata person s
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effectiveness. Raber and Dydc (1993:21) statesisrrégard that a
certain amount of stress helps most of us to stayun toes and

motivates us to achieve a standard of excellence.

From the above it is evident that each individingd find the
level of stress that is most effective for him &rfprm at his peak,
since individuals vary in their tolerance of stra@sseveryone has

different levels of internal strength for copingthvstress.

Optimal pressure levels lead to optimal performaarae optimal
health. Your aim should be to keep the pressur lestween the
dotted lines, the areas between your dotted Isygsur own

personal peak performance zone, which is whereu experience
the right amount of stress which allows you to perf at your

best.

Self Assessment Exercise 1
Are you familiar with the amount of stress that ysed in order to

perform at your peak? Make some suggestions.

Let us continue our discussion, by identifying ssreoping
techniques. The following techniques may help ta siress into a

more positive force in the life of an individual @rganization.

3.2 Stress Coping techniques
Q) Exercise: physical exercise, be it dancingaying, sport,

taking part in fitness programme or any strenwaiwity
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helps to disperse the stress response as wellrasettergise
you to help you deal with problems. For examplehosl
manager engage pupils and students in sportingtaegito
assist them to be mentally alert. Research hasrskoat the
fitter you are, the less you are likely to deyebhysical or
mental illnesses. If you are fit, you have morergg and
stamina to tackle problems. You also have moriéarse

when things do not work out well.

(2) Relax: you can relax by listening to musiatehing

3)

(4)

(5)

television, attending a sport match, reading &boand
playing with children.

Use of constructive self talk: constructiedf $alk is simply
what you can say to yourself when you are inessful
situation. It simply means that you should tallyooirself.

This self talk must be positive to help you coptdryehan
you would otherwise instead of saying: | cannothds
because my abilities are limited . Tell yourseliill try and
may be | will learn something in the process.

Utilize your time better: determine your pii@s. Distinguish
between what must be done and what you would dikeot
and then tackle one task at a time. By planning yime
effectively you will find that your stress levelslvdecrease

and you will be amazed by all the extra time yowihave to
do all the things you never had time for.

Be assertive: say no to things, people, aoiation or
committees that demand too much of your time. Rebeem
that you are only one person with twenty four hauday, at

your disposal you can only do so much and no more.
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(6) Develop an effective support system: havingpbe to turn to,
talk to and rely on have proved to be perhaps ntost
significant factors in helping people to minimithe
occurrence and impact of stressors in their lives@n their
health.

(7 Have clear objectives: according to Gerickd@Pmany of us
end up doing too much and too quickly. The readonthis
is that we do not sit down and think about what weally
wish to achieve. Train yourself to think in terofsobjectives.
This applies not only to the working environment tauother
activities in life. A school manager should alwéngve
objectives that are set out to be achieved in¢hed
system. This is closely related to the idea of ge&irar about
school values.

(8) Be systematic when making decisions and sglpnmoblems:
learn to break down a problem into manageable coems.
Gather enough information about any given problech a
then put it into perspective. Distant yourself frdm sources
and try to be objective and see the problem ag®iheuld
see it.

(9) Adopt a positive attitude and have realiskpextations: ask
yourself what you are going to do about the problemw can
you resolve it? What do you wish to achieve? Renezrtiiat
the first step towards reaching your goals is hgapositive
attitude. Be confident and enthusiastic, think pesly about
your self and life, recognize your limitation aremember
that change can be positive. As already indicatedsitive

response to a stressful situation can make yfaur li
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interesting, challenging and exciting. It can etualake

your schedule interesting and challenging in amoization.

(10) Plan for the unexpected and act promptly: Sones the root

of negative emotions like fear of failure, lackaoinfidence and
frustration can be found in the fact that you ouaryo

subordinates do not plan your work effectively. idiere to
reduce your stress levels, prepare yourself ahras

possible for the unexpected. If you receive a tastomplete,
include it immediately in your planning and dostsoon as
possible. Also encourage those working for youniplement
this step. Postponing a task will only lead taddsup of

stress.

(11) Avoid personalizing challenges: recognizedifference

between an insult directed at you and one direateke
system you represent. Don t get emotionally invibiveout

bursts.

(12) Be prepared and knowledgeable; stay abreastwipolicies

and procedures. Ask if you don t know somethingaidb
more information on how to perform your duties more

effectively.

(13)Communicate effectively: poor and ineffecto@mmunication

can put a great deal of pressure on you as welhdke

person with whom you are communicating. Researsh ha
shown that one of the key sources of pressuteis t

individuals are not sure of what is expedtedh them in

their jobs. When communication is not clear itnsffective.
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SELF-ASSESSMENT EXERCI SE 2
Now that you have learnt the technique of copintpsiress, can
you identify any two of these techniques that ymufamiliar with

and which you have practised before?

My dear students,ILet us continue our discussion.

3.3 Managing Stress in others
The first step towards providing such assistante identify stress

in others. The list on stress symptoms may beulisef

The second step is to inform the persons abouifferent coping

techniques and the process of stress management.

Here are a few tips for managers to assist in magajress in
others.
- Observe subordinates behaviour carefully.
- Be prepared to listen when some one requires your
attention.
- Be available when people have to report to you.
- Outline objectives clearly.
- Provide timely feedback on achievement
- Make sure that all policies, procedures and instvoare
clear.
- Evaluate deadlines if they are reasonable

- Deal immediately with conflicts before they escalat
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- Conduct regular work reviews

- Make sure that your subordinates are sufficiemdined.

- Let everyone be involved and participate in thesien
making process, especially in matters concernieg th
work.

- Implement a career development programme
individuals.

- Have a well organized and functional programnre fo

recognizing and dealing with specific stressors.

Finally it can be re-stated that stress is not s&amely a bad thing.
It is inevitable within the school system, or amganization for

that matter.

Administrators or school managers cannot complegityinate

stress either for others or for themselves. Howevelonged stress
can be harmful. Among the effects of prolongedsstiaae

confusion, indecision, apathy, and a decreasefféctiveness,
frustration and anxiety can also be identified sgchological

forms of stress. Frustration applies to any oloitva between
instrumental behaviour and its goal or to any fetence with or
disruption of on-going instrumental behaviour. Aetyiis the sense
of dread, foreboding and apprehension that grovaspatrsons

inside and darkens his/her outlook on things inegain(Alhassan
2000). It is important to state that for classraeachers, the first
step in tackling stress is to acknowledge its exrise (in teaching).
Three approaches to understanding stress coultebéfied: The
first approach looks at the pressures exertedamhezs in

schools, the second approach is concerned withéeaceaction

to these pressures and the third approach attemptslerstand
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stress in terms of the interaction between teacsighe school
organization, it has been observed that individddfsr in their
preferred methods of coping with stress as weith aiseir
endurance and tolerance of stress. When teacherser heavy
work pressures, they employ personal strateghiciwincludes
work strategies, positive attitude and out of s¢laativities;
interpersonal strategy, which includes talking osteessful
incidents with spouse or family; organizationahttgy which

comes from good relationships in school when teache able to
discuss their problems, worries, and feelings witir colleagues

and community strategy, which includes bell ringifaptball, and

drama.

Finally managers in general need to recognizet dtin@ss is a
serious problem that not only interferes with éffectiveness of

the institution, but is the main cause for redupgextiuctivity and
efficiency. Managers should be able to copeeagffely, not only
with their own personal stressors, but also wleagues and
subordinates suffering from stress, and shoulargitéo reduce

commonly experienced stressors in the work enviemtm

4.0 CONCLUSION

In this study unit you have learnt about variousropm levels of
stress. You also learnt that there are severahigels used in
coping with stress. Finally, you learnt that thenager can
actually manage stress in others, i.e teachersydurates etc by
accepting that stress is not a bad thing and nugstrdo spur an

individual to the peak of performance.
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5.0 SUMMARY
In this study unit, you have learnt the following:

1. Optimum stress levels
2. Stress coping techniques
3. Managing stress individually and in others

6.0 TUTOR MARKE D ASSIGNMENT

1. Describe what is meant by optimum stress level.
2. List at least five stress coping techniques yba know.
3. How can you help colleagues and subordinateamage

stress effectively?

7.0 REFERENCES /FURTHER READINGS
Adams, J. D. (1980) Understanding and managingStre

workbooks in changing lifestyles. San Diego Califiiversity

Associate.
Alhassan A. B. (2000) Understanding educatiompalychology,

Zaria:, Nigeria Tamaza Publishing Coy.
Raber M. F. and Dyck, G. (1993) Managing stressrfental
fitness. Menlo Park, Calif: Crisp.
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EDA 825 MAN AGERERIAL PSYCHOLOGY

2 CREDIT UNITS

MARKING SCHEME

MODULE 1 UNIT 1

(@)

(b)

Concept of Organization: An organization cooddseen as a
collection of people united together to pursue mmmomn aim

through collective efforts. Organizations takeecabpeoples
objectives, resources and coordination of actiwiimong

others.10 marks

Distinction between common and alternate
organization: That organizations exist only becabsepeople
in it also exist. Another views organization asrbbend and

faculty while its people are ndi.marks

(c) Candidate should be able to describe theadchas an

organization; given its function, rules and regolas,

activities carried out based on broad objectives an

coordination to attain stated objectives. 15 marks
Total 30 marks

Unit 2

Candidate explains formal and informal organizatidrormal
organization viewed as establishments for purpotes
achieving goals, possesses rules, and desigretthpe

behaviours. Has clearly marked line of communarati
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Informal organization is formed from the interperab
relationships in an organization. Their actiond aaction

affects the formal settingd0 marks

Importance of formal and informal organization: frai
organizations have channel of communication. Bexafishe
hierarchical setting it reduce personality clasltegefines

rules and regulation.

It is an instrument of check and balances. Infdrma
organization protect, its workers from arbitrarymagement.

Informal organization introduces innovations thatld also

be adopted later as part of formal organization e (a5
marks).
Two types: Organization for business concern and

organization for mutual benefit Marls)
Total (30) marks

Unit 3

(1) Candidate defines attitude: As a series aéqeal belief or
ideas which causes an individual to feel andracertain
ways, an emotional content exhibited by individualany
setting. Attitude could be positive or negativelaation of
people, object, ideas or everitd. marks

(2) Explanation or the various social influenaessa factor of
attitude formation. Such as, family, parents, pegrass

media, teachers and others.

Candidates should explain how such group influerthe

formation of attitud€20 marks).
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Total 10 + 20 = 30 marks

Unit 4
(1) Whatis planning: Planning is a systematiacpss which
determines where an organization or division firskslf,
where it is going and how to get there. Planningives
determining what must be done and how it must ledo
Planning is an important function of an organizatio (2

marks)

(i)  Four reasons why planning is necessary:

- Planning shows directions: If everybody in anamrigation
knows what to do, it helps.

- Planning promotes cooperations among people ein th

organization.

- Planning ensures effective utilization of availaldeources.

- Planning improves and facilitates the work of marag(8

marks)

(i) Candidate should be able to use the follayvateps, to
explain planning in an organization.
- The formulation of goals and objectives
- Gathering information
- Analyzing information
- Drawing up a plan
- Reality Testing
(20 marks)

2+ 8+ 20 = 30 marks
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Unit 5
- Concept of organizational conflict: Conflict is sagreement
between two or more people or group. Organizatiooaflict
is always caused by difference in points of view
Organizational conflict could also be based on mgatibility
of goals arising from opposing behavioyré0 marks)
- Sources of organizational conlfict
(a) Changes within organization, new policies apéerational
procedure.
(b) Conflicting goals and objectives
(c) Limited resources
(d) Nature of work activities
(e) Individual attitudes, personalities and charastics.

All the above are sources of conflict.

- Strategies to be employed as a school manager:
(a) Clarification of goals and objectives
(b) Resource distribution
(c) Personnel Policies and procedures
(d) Leadership and management
(e) Organizational process (10 marks)
Total =10 + 10 + 10 = 30 marks

MODULE Il MARKING SCHEME

Unit 1
Candidate should explain the following terms:
Management: Management as a process, whereby padpéling

positions use human and other resources as effic@npossible
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to provide certain products or services to meeawoigational

objectives(5 marks)

Manager: Any person in a leadership position wikesahe lead in
the execution of a task or group of tasks i&ganization. A
manager is somebody responsible for the performahpeople in

an organization(5 marks)

Organizational culture: Human beings create cela that it
affects their work environment. Constant adjustmepiies

constant creation of culture. An organizationatud describes its
personality. It tells people about who and whatdtganization is.
Organizational culture comprised of those comwvaines and
norms, which organization staff strive towards aaotlinto

practice.(15 marks)

Organizational climate: Climate is the staff s ctemn to culture.
Organizational climate reflects the staff s att#uperception and
moral. The organizational climate can change frayntd day. (5

marks)
Total 5+ 5 + 15 + 5 = 30 marks.

Unit 2

Candidate to list 3 strengths and 2 weaknessesasfdw s theory.

(@) Man s needs are arranged in hierarchy of itapoe, ranging
from the lowest need (physiological) to safetygpsocial,
esteem (ego) and self actualization.

(b) Man is continually wanting; consequently akxds are never

fully satisfied. Man is an insatiable being.
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(c) Once aneed is fairly satisfied, it no long®tivates
behaviour. Man is always motivated by the neghbr level

of unsatisfied needs.

Weaknesses
(@) Repeated failure to confirm the priority, ewrtdg of needs
hierarchy.
(b) The age hypothesis has not been supporteddaarcher.
(15 marks)
McGregor s theories
- Satisfaction of esteem and self actualization seed
- Responsibility and creativity
- Self direction and self control
Weaknesses
- It can be frustrating and time consuming
- It is not most useful in emergency situations artge of
time. (15 marks)
Total: 15 + 15 = 30 marks

Unit 3

Distinguish between individual work behaviour amgamizational

behaviour:

Candidates must explain that individual work bebavientails the

following:

Direction of goals to be achieved, efforts neetteachieve goals,

resistance in achieving goals and planning to aehseich.
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While organizational behaviour embraces an undedstg of:

- The behaviour of people
- The process of management
- Organizational process and execution of work.
- Interaction with the external environment of whible
organization is a part.
Unit 4
Change is the reaction to any event which affdetsactivities of

an organization directly or indirectly.

Three categories of change:

- Developmental change is directed at the optiminatio
systems, procedures and applications.

- Transitional change is directly at the replacenoé
obsolete systems with newer system and applicafion
modern technology.

- Transformational change is directed at the chamge o
peoples attitude towards the view of the orgarzes
vision mission, culture and habit.

Unit 5

(@) It is not easy to change an organizationaleralystem. (5
marks)

(b)  values establish themselves over the yearbaodme part of
a way of living (5 marks)

(c) Advantages of joint formulation of objectivae:

Deliberate integration with clients and other rplayers.
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The team decides openly what it will do and whatiit not do.

Team members are clear about their roles, respbisgand
objective are turned into actions which must beiedrout. (20
marks)

5+ 5 + 20 = 30 marks.
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MODULE Il MARKING SCHEME
Unit 1
Functions of leadership
- Leadership fills the void left by the incompletesesd
imperfection of organization.
- Leadership helps to maintain stability in organas.
- Leadership helps in the internal coordination ekdse
organization units.
- Leadership plays a role in maintaining stable mestop
in organization.
30 marks
Unit 2
Leadership effectiveness can be measured by tloevinh

competencies.

- The ability to attract the attention of people thgh an
inspiring vision of the futurg(6 marks).

- Constant communication of this vision in a creatiaad
understanding way to work as an incentive for jeopo
work the extra mile(6 marks)

- The ability to instill trust in the leaders themszd and in
what they are trying to achieve, and the willingnts
trust others do what is requirg@. marks).

- Leaders ability to manage themselves by diagnadbieig
own ineffective acting and accepting responsilesitio
learn and to change for the betig marks)

- The ability to create an imposing environment tigio

responsibility, authority and accountability. Wheeople
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are willing, motivated, trained and allowed tofpem. (6
marks).
Total: 30 marks

Unit 3

Candidates are expected to explain what is stress:

Stress is an inevitable part of life. Stress isghessure that an
event places on an individual.

Stress is the individual s response physicalntally, and
chemically to those events both external and sikgated that

frightens, endangers excite or distress the indalid16 marks)

- List ten different symptoms of stress: They inctu@eling
anxious, aggressive, tired, difficulty in makingctsions,
fatigue nervous, laughter, forgetfulness, hypesgire to
criticism, poor concentration and poor organizatén
work. (10 Marks).

Five sources of stress

(@) Under utilization of potentials. That is fegfiof not being
challenged being wasted and being over qualified fo
present job.

(b)  Job insecurity: Fears of being fired.

(c)  Uncertain professional status.

(d) Insufficicent Authority

(e) Role conflict and Ambiguity(10 Marks)

10+10+10 = 30 Marks
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Unit 4

Candidates describe Optimum stress level: asapjmopriate
amount of stress is actually beneficial and aamrdoute to a
person s effectiveness. The different levels adrimal strength helps

us to cope with stresé marks)

Stress coping techniques
Exercise, relaxation, use of constructive selalk, having clear

obvjectives and being assertive.

Managing stress in Colleagues
- Observe subordinates behaviour
- Be prepare to listen when your attention is needed.
- Provide timely feedback
- Evaluate deadlines

- Make sure your subordinates are trained.
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