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INTRODUCTION
Background

How are the attributes like quality, delivery, etc developed or evolved in an organisation and
how arc these practiced in reality? Are these managed by only one person in an organisation
or several persons take charge? How are these attributes understood by various employees,
how do they orient themselves towards these atiributes? Can the organisational systems
(processes, procedures, etc) alone decide these? If someone does not follow these altributes
will that person be punished or alienated? How do people hold on to these attributes
continually? - are questions that arise. Once these questions are answered and understood we
get to know of the “managerial style™ of an organisation.

Some of these attributes are created consciously and some of them unconsciously. The
managerial styles of various employees combine together and form the culture or values of an
organisation. Organisations evolve. The way an organisation evolves is similar to that of a
human being. The attributes or characteristics with which an organisation develops can be
hased on different “approaches” or “styles”™. The ficld of management science is evolving
making appropriate use of technology and through multi-disciplinary research. However,
there is no management without “man” or the human being. While there have been periodic
and major contributions to management thought by the “behavioural scientists™ one question
that has not been completely addressed is the area of “managerial styles”. While shape of
organisations are understood today by organisation structure or organogram, is there a way by
which organisation styles can be understood, is there a way by which we can establish or plot
in a diagram “managerial sivies" of organisations? is one major question.

Management is a product of human thinking. It is not just managerial “systems”
(consisting of organisation charts, job descriptions, information technology, management
information systems, etc oriented towards processes of management) that alone contribute for
the achievement of the organizational objectives. Even if systems are in place it requires a
human being to undertake the “actual delivery”. In any structured organisation the problem is
not related to systems but to people. The way or the “style” in which a person performs his
job decides the success. Hence the entire organisation process can be in a simple way
explained with a simple diagram as shown in Fig. 1.
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Fig. 1: Systems Approach to Management

The “people” who are actually involved in day to day decision making and running of an
organisation shape the way in which the organisation performs and they determine the
“managerial style”. These persons who decide the managerial style of the organisation do so
making use of their mental capacity and their emotions to take such decisions. In a given
situation the employees make use of both their intelligence and their emotions and take
decisions within the framework of their “managerial style™. This involves their psyche, Hence
running an organisation is deeply related to the psychology of the persons who run them.
“Can the managerial style of the persons in an organisation be moditied by proper behavioural
interventions?” is the second question that needs to be addressed to understand the complete
phenomenon of managerial styles.

Objectives of the Study
The Objectives of the Study:

e To examine whether Managerial Style Diagram can show visually, the impact of
behavioural interventions;

« To examine whether behavioural interventions significantly influence the Managerial
Styles of an Organisation on overall basis (to be statistically tested);

e To examine whether behavioural interventions significantly influence individual
elements constituting the Managerial Styles of an Organisation (to be statistically
tested);

e To examine whether behavioural interventions significantly influence the Managerial
Styles of the individual subjects (persons under study) in an Organisation. (to be
statistically tested).

This exploratory study is based on the pioneering work by Joseph A. Petrick and John F.
Quinn (1997), Management Ethics — Integrity at Work. It is based on the theoretical
foundation of the Competing Values Framework (CVF) originally proposed by Robert E.
Ouinn, These authors, in this study developed a Management Assessment Style questionnaire
that was used lo evaluate the managerial style of an organisation through its executives. The
focus of the study was on the competing values — that is how values, in relation to ethics,
cconomics and management, influence the managerial style of an organisation. The study
looked at four basic theories in management: open systems theory, rational goal theory,
internal process theory and human relations theory. Based on these concepts eight managerial
styles have been evolved Innovator/Broker based on open systems theory, ProduceriDirector
based on rational goal theory, Coordinator/Monitor based on internal systems theory and
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Facilitator /Mentor based on Human relations theory. Based on a 36 response questionnaire
(Managerial Style Assessment Questionnaire) the managerial style pattern can be plotted on a
seven point scale. Hence based on the four theories and the competing values propagated by
them eight managerial styles evolve,

The study in the recent times was further extended to compare the competing values of
the executives of two different continents: America and Europe. This study done by
Annemette Kruse Jensen' (2002) “Handling Competing Values in Ethies, Economics and
Management - A Cross-Cultural Empirical Study of American and Danish Managerial
Attitudes™ looked at the CVF from a different perspective. In the study the author completed
a cross-cultural, comparative empirical survey of American and Danish managers and
confirmed four hypotheses. According to h}'pbthesis one it was found that a strong correlation
exists between ethics, economics and management for American managers. Purther,
hypothesis two demonstrated that American managers emphasize control in ethics, economics
and management, while hypothesis three illustrated that Danish managers tend to focus on a
more flexible approach or attitude. Finally, the fourth hypothesis illustrated that some smaller
countries might emphasize extreme managerial atitudes to be externally competitive.

The original and the subsequent studies looked at the CVF and studied the behavior of
various sets of executives from ethical, economic and management perspective. This current
study, however, looks at the CVF and Managerial Style Assessment instrument from &
different perspective. The instrument used in these studies basically plots the managerial style
followed by an organisation. In this study a pioneering attempt has been made to use the M5A
diagram to plot the shape of the managerial style of an organisation. It is believed that this
would highlight the managerial “imbalances™ of an organisation. Based on the analysis of
existing managerial style. an attempt is made to provide certain behavioural modification
inputs to correct the observed imbalances, if any, and the impact of such behavioural
interventions is then studied. The instrument is used to study the change in managerial style
of a Consultancy Organization when Organizational Behaviour Modification techniques are
used.

CV FRAMEWORK AND BEHAVIOURAL MODIFICATION
Managerial Style

The Competing Values Framework? takes into account four basic management theories:
human relations theory, open systems theory, internal process theory and rational goal theory.
Based on these four approaches the authors have identified four dimensions that influence an
organisation: flexibility — control — internal — external.

' Department of BEconomics, Wright State University,

! lensen Anncmette Erase (20020, “Handling competing values in cthics, ceonemics and management: a eross-cullural empirical
study of American and Dantsh managerial attitodes™ (2 seport subanitted in partial fulfillment of the requircments for the degree
of Master of Science in Applicd and Social Economics), Wright State University,

loseph A Petrick & John F Ouwinn, {1997), ibid.
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The interaction between the four theories and the directions result in eight managerial
styles: Innovator — Broker — Producer — Director — Coordinator — Monitor — Facilitator
Mentor. These managerial styles reflect the values and define the culture of the organisation
from scientilic management viewpoint.

The rational goal theory, which Frederick Taylor introduced at the beginning of the 20
century, stresses the director and producer role responsibilities of setting goals, taking
initiative, increasing productivity, and maximizing output by emphasizing goal clarification,
rational analysis, and action taking®.

The internal process theory, which Max Weber and Henri Fayol developed in the first
quarter of the 20" century, stresses the monitor and coordinator role responsibilities of
information management, documentation control, efficient processing, and consolidated
continuity by emphasizing process measurement, smooth functioning of organisational
operations, and structural order®.

The human relations theory, which was made famous by Elton Mayo and Hawthorne
studies in the second quarter of the 20" century, stresses the facilitator and mentor role
responsibilities of fostering openness, participation, team morale building, and commitment
by employee involvement, humane contflict resolution, and consensus building®.
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Fig. 2: Competing Yalues.
The opens systems theory, which was advocated by Paul Lawrence and Jay Lorsch in the
third quarter of the 20" century, stresses the innovator and broker role responsibilities of
cultivating organisational learning capabilitics and developing the competitive power of

S Taylor FW. 1311, The Principles of Scicatific Management, Harper & Brothers, Mew York,
*Weber M, (19200, Theory af Social and Ecanamic Organisation, Oxford University Press, London
* Mo B (19330, The Humean Problems af industeinl Civilization, Macmillan, New Yaork,
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continual creativity, political adaptation, and negotiated external resource acquisition by
emphasizing external trend scanning, creative system change and development, and
negotiated contractual agreements and networking’.

For a well run organisation these eight roles need to be properly balanced. It is proposed
to examine how in any organisation these roles are exhibited. This is evaluated through
Management Style Assessment Questionnaire.

Behavioural Modification through Positive Reinforcements

Organizational Behaviour Modification is the application of the principles of behavioural
modification, which evelved from the work of B.F. Skinner®. The' OB Mod approaches
provide perspectives on the dynamics by which emplovees can be motivated to change their
behaviour in order to bring the desired results for the organization. The OB Mod uses four
alternative consequences based on the manager’s use of modification techniques and the
arising nature of consequences commonly referred 1o as “law of effect™
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Fig. 3: The O Modification Model.
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In this study, the use of OB Mod® by Manager for providing positive behaviour towards
organizational work has been considered. This is called positive reinforcement. “Thus in
attempting to help an individual or group develop — to get them to take more and more
responsibility for performing a specific task — a leader must first tell and show the follower(s)
what to do; second. delegate some responsibility (not too much or failure might result); and
third, reward as soon as possible any behaviour in desired direction. This process should
cantinue as the individual’s behaviour comes ¢loser and closer to the leader’s expeclations of
aood performance.... Relationship behaviour would involve providing “positive strokes” and
reinforcements. Positive reinforcement strokes are anything that is desired or needed by an
individual whose behaviour is being reinforced... This three step process of (1) initiating

T Lawrence PR & Lomsch LW {1967, Crganisation ard Ervironment, Harvard University Press, Cambridpge.

* Skinnee B.F. (1933), Science and Human Behaviour, Tew York Macmillan {Free Pressh

" Wewstrom JW, Davis Eeith (2002), (raanivational Behaviour — Human Behaviour af Work, Tata MeCirmw Hill Fublishing
Company Limited, pp 112
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structure or providing direction (task behaviour), (2) reducing the amount of direction
and support (relationship behaviour) is known as pesitively reinforcing successive
approxintations. This concept is associated with behaviour modification and reinforcement
theory, and more recently, in industrial circles it has been called performance management™."”

Reinforcement versus Motivation: It is important to differentiate reinforcement from the
concept of employee motivation. Motivation represents a primary psychological process that
is largely cognitive in nature. Thus, motivation is largely internal. it is experienced by the
employee, and we can see only subsequent manifestations of it in actual behavior.
Reinforcement, on the other hand, is typically observable and most often externally
administered. A supervisor may reinforce what he or she considers desirable behavior without
knowing anything about the underlying motives that prompted it. This distinction should be
kept in mind when we examine behavior modification and behavioral self-management.

In order for a positive reinforeement to be effective in facilitating the repetition of desired
behavior, several conditions must be met. First, the reinforeer itself (praise) must be valued by
the employee. It would prove ineffective in shaping behavior if employees were indifferent to
it. Second, reinforcer must be strongly tied 1o the desired behavior. Receipt of the reinforcer
by the employee must be directly contingent upon performing the desired behavior, “Rewards
must result from performance, and the greater the degree of performance by an employee, the
greater should be his reward.”. It is important to keep in mind here that “desired behavior®
represents behavior defined by the supervisor, not the employee. Third, there must be ample
occasion for the reinforcer to be administered following desired behavior. If the reinforcer is
tied to certain behavior that seldom occurs, such as very high performance, then individuals
will seldom be reinforced and will probably associate this behavior with a reward. It is
important that the performance-reward contingencies be structured so that they are easily
attainable''.

Behavioural Interventions

The behavioural interventions supposed is based on the concept of “successive
approximations™. No one learns how to do anything all at once. A little bit is learnt every
time. Hence if a Manager wants to change the behaviour (in this present study “managerial
style™) then the Manager should reward the slightest progress the person makes for creating
positive reinforcements. Such reinforcements make them move to the next stage of betterment
and again the needed positive intervention is given. Such successive attempts enable
“successive approximations™ in the person and move him to the desired level of behaviour.

The behavioural interventions that were taken up in this study were:

* Providing structure and direction by giving specific job responsibility, clarity in work
by mtroduction of daily reporting;

wm

Hersey Paul, Blanchard H. Kenneth (1990}, Management of Orzanizational Befaviour — Liilizing fuman Resowrces”, Prentice
Hall of India Private Limited, pp-239-240.
" Richard M Steers (19910, “introduction o Organisational Behavior”, pp- 96.97.
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¢ Reducing Supervisions and

responsibility;
¢ Review of work on periodic basis and providing socio emotional support by increased
personnel contacts and counseling,

Drirection

by providing the person  with

TARLE 1: SCHEDMULES OF REINFORCEMENT
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Soarce: Richard M Sreers (FO07) “Inirodueiien to Deganizational Bekavior ™, pn 101,
The successive approximations taken up are based on the reinforcements given at variable
interval during the study,

METHODOLOGY
Statement of the Problem

This study secks to look at the way in which Managerial Style palterns in organizations could
be mapped and examine if behavioural interventions can influence Managerial Styles.

Hence the Hypotheses [or the study have been framed as under:

H,: Behavioural interventions cannot influence the everall manggerial siples of an
arganization

H.: Behavioural interventions cannot influence the individual elements of managerial
styles of an organization

H;: Behavioural interventions cannot influence the managerial stvles of individuals
(subjects) in an organization

Research Design

The research design for the study is exploratory/formulative research, which can be classified
as quasi experimental, The overall design is explorative in order to provide opportunity for
considering different aspects of the problem. The research design is explorative (purposive
sample) with regard to sample design and statistical design (with no preplanned design for
analysis) and is experimental (deseriptive/diagnostic) to the extent of the observational design
(through structured questionnaires for collection of data) and operational design (as it uses
well laid out operational procedures).
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Sample

The sample for the design has been selected from a Consultancy Company specializing in

Senior (Consultant), Middle (Executive) and Operational (Trainees). The sample includes
males and females, married and unmarmied. professionally qualified, post praduates and
graduates, experienced and inexperienced and from families with different backgrounds.

Since the study is of quasi-experimental or explorative nature, purposive sampling
method has been used.

Research Instrument

The primary tool vsed Tor the study is a questionnaire developed and tested in several
countries, This tool was developed by Joseph A Petrick and John F Quinn as part of their
work on Management Ethics™, The tool is basically a questionnaire containing 36 questions
on various aspects of Managerial Style. Based on the response the organizational Managerial
Style can be mapped in a Map consisting of § different axes.

While it is elaimed that the tool has been used in many places and found to be effective,
no specific information was available regarding the reliability of the questionnaire. Hence an
attempt was made to verify the reliability as a part of the project. The test retest reliability
index was found to be 0.877 and the Kuder Richardson test results show a reliability index of
0.857.

Procedure
Step A: identification of sample

The sample for the study was sclected based on convenience sampling method from a single
organisation. The crganisation consists of three levels of emplovees: Consultants at the senior
level, Exceutives at the middle level and Trainees at the junior level. There are totally 32
persons in the sample belonging to the age group 20 vyears to 29 years. Considering
organizations in professions this is considered a homogenous group. The samples contain a
mix of males (20) and females (12) who are either married (5) or unmarried (29). In the
sample all are graduates, 11 possess post graduation degrees, of which 6 are professional
qualifications. & of the other emplovees were pursuing post graduate courses.

Step B: administering of the questionnaire - stage 1 - preliminary assessment

In the stage | ie. at the beginning of the study, the MSA questionnaire and team survey
questionnaires were administered during the month of Janvary. In this questionnaire, the

" Joseph A Petrick & John ¥ Cniinn, (1997), Management Ethics — fategriy ai Work, Response Books - Sage Publications, pp
327-381,






