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Answer Any FIVE FULL Questions
OBE
Marks CO RBT
Define management. Explain the functions of management. [0} | coL | LL3
2 What are the differences between management and administration? [05] cor | L2
(a)
2 “Management as a prolession” — Elaborate on this statement. [05] coi | L3
(b) .
3 Discuss various steps involved in planning. Discuss limitations of planning. 0] cor oLy,
L2
4 Explain Maslow's Need-Hierarchy theory of motivation. [10]  cO1 L2
Discuss the Principles of Organising. [10]  coz | L2
Write a short note on Behavioural approach of leadership. [10] | co2 | L2

Explain Departmentalisation based on functions with its advantages and [19] coz | 12
disadvantages.
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Behavioural Approach

The inability to find answer to their question “What determines leadership?™ in the traits approach led
researchers to look at the behaviours that specific leaders exhibited. They wondered if there was something
unique in the way that effective leaders behave 1.e., the way they deal with people—communicate, give
direction, motivate, delegate, plan, conduct meetings, and so on. Prominent in the behavioural approach
is the assumption that leaders are not born but can be frained.

Under behavioural approach researchers have studied leadership behaviour from three points of
view: molivation, authority and supervision.

Motivation From the point of view of motivation leadership behaviour can be either positive or
negative. In positive behaviour the leader’s emphasis is on rewards to motivate the subordinates. In
negative behaviour the leader’s emphasis is on penalties and punishments. The leader tries to frighten
the subordinates into higher productivity. The result is that subordinates™ enough time is lost in cover-
ing; i.e., protecting themselves against management. There is useless documentation, recording and
filing of letters and papers because people fear that these may be needed by them any time in future
for their defence.

Authority From the point of view of authority, leadership style can be autocratic, democratic or
free-rein. A description of these styles is given below.

Auwtocratic leadership In this type of leadership, the leader alone determines policies and makes
plans. He tells others what to do and how to do it. He demands strict obedience and relies on power.
An autocratic leader may sometimes be paternalistic or benevolent also who uses rewards for obtain-
ing obediene from his employees.

Both the forms of autocratic leadership (authoritarian and benevelent) are disliked by employees. In
one form, the employee remains under constant fear. In other form he remains under constant gratitude.
In both the forms, the leader is the key person. The whole operation of the organisation depends upon
him. In his absence it may function inadequately or not at all.

Democratic leadership In this type of leadership (also known as participative or person-oriented
leadership) the entire group is involved in and accepis responsibility for goal seiting and achievement.
Subordinates have considerable {reedom of action. The leader shows greater concern for his people
than for high production. A part of the leader’s task is to encourage and reinforce constructive inter-
relationships among members and to reduce intra-group conflict and tensions. He serves more as a
coordinator or agent for the group. Hence the group is not dependent upon him as an individual and
can functions effectively in his absence.

While a democratic leader is not the key figure like an authoritarian leader, he is still the boss and
can not avoid the exercise of authority any more than he can avoid responsibility for what happens to
his organisation.

Free Rein  In this type of leadership, also called laissez faire leadership, the leader exercises absolutely
no control. He only provides information, materials and facilities to his men to enable them to accomplish
group objectives. This type can be a disaster if the leader does not know well the competence and
integrity of his people and their ability to handle this kind of freedom.

Figure 17.1 shows the spectrum of a wide variety of leadership styles moving from a very authoritarian
style at one end 1o a very democratic style at the other end, as suggested by Robert Tannenbaum and
Warren H. Schmidt.? As the spectrum demonstrates, there are a number of allernative ways in which
a leader can relate himsell to the group. At the extreme lefi of the spectrum, the emphasis is on the
leader—on what he is interested in, how he sees things, how he feels about them. As we move towards



Autocratic Democratic Laiszaz faire

leader-centred parficipative employee-centred
methods methods methods
Usza of Autharity

Area of Freedom Parmitted o Subordinates

1 2 3 4 5 3] 7
Fig. 171 Spectrum of leadership styles

the employee-centred end of the spectrum, however, the focus is increasingly on the subordinates—on
what rhey are interested in, how they look at things, how they feel about them. The centre of the
spectrum finds a more equitable balance between the authority exercised by the leader and the amount
of participation the group can exercise.
Supervision From the point of view of supervision, leadership style can be either employee-oriented
or production-oriented. An employee-oriented leader 15 one who cares more for the welfare of his
subordinates than for production. Similarly, a production-oriented leader is one who cares more lor
production than for the welfare of his subordinates. Two important studies under this category are the
Ohio State University study and Management Grid. These studies measure leader behaviour on two
dimensions: employee orientation and production orientation. Unlike the authority-based model given by
Tannenbaum, these two dimensions are not the opposite ends of a single continuum but the independent
dimensions. This means that a manager can be simultaneously high on both the dimensions.

Ohio Srtate University Model In Fig. 17.2 “initiating structure” refers to the leader’s behaviour
in structuring the job of the follower and establishing well-defined patierns of organisation and
communication. “Consideration” is the leader’s behaviour showing mutual trust, respect and friendship.
These two types of leader behaviours are independent. Some leaders follow structure but provide little
consideration; others are considerate, but provide little structure. Many leaders, however, do not fit into
egither of these two categories. They use a fairly even mix of structure and consideration. Still other
leaders spend very little time using either structure or consideration behaviours. They are relatively

High
I 1}
High Consideration High Consideration
Low Initiating High Initiating
Structure Structure
Consideration - _ —_—
v |
Low Consideration Low Consideration
Low Initiating High Initiating
Structure Structure
Low Initiating Structure High

Fig. 17.2  The Ohio Stale model



uninvolved with their subordinates. Thus, it is possible to show four broad styles of leadership on the
Ohie State model. The data above the behaviour of a leader are gathred by means of a questionnaire
called Leader Behaviour Description Questionnaire (LBDQ) which is given in Appendix 1.
Managerial Grid Robert Blake and Jane Mouton (experimental psychologists at the University of
Texas) use a chart called Managerial Grid® to describe five types of managerial styles. They make use
of the terms “concern for production™ and “concern for people”. These two dimensions (concern for
people and concern for production) are plotied on a 9-point scale on two separale axes as shown in
Fig. 17.3. Concern for production is shown on the horizontal axis and concem for people is shown on
the vertical axis. There are thus 81 combinations of concerns represented on the grid. But the authors’
main emphasis is on the styles in the 4 comers and al the middle of the grid because these are the ones
we see most often. These are as under:

High 9 | Country-club Team management
management (9, 9)
(1.9)
Dampened Pendulum
(Middle-of-the-road)
Concern for 15, 5)
peopla
Impoverished Task management
management {9, 11)
(1. 1)
¥ "2 3 ¢« 56 7 8 9 Figh
Concern for production

Fig. 17.3  Managerial Grid
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