Principles of Management CHAPTER 5: Directing

Directing
A 5l

Leadership 1s the activity of influencing people to strive willingly for
group objectives. Leadership is "interpersonal influence exercised in a
situation and directed through the communication process, toward the
attainment of a specialized goal or goals". A supervisor is the leader of a
group which has a set target to be achieved in a given time. His leadership
comes into play when the group goes adrift when there is a problem and a
quick decision is to be made.
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5.1 SUPERVISION AND LEADERSHIP 8aLAl) g ) piy)
The essence of supervision and leadership are discussed below:

salaal) 5 ol pEY) a s ( Lad 8L
5.1.1 SUPERVISION ) )

Supervision can broadly be classified as:
(1) Close supervision
(2) General supervision
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5.1.1.1 Close Supervision | R WAY

Close supervision reduces the worker's effectiveness. Most workers want
enough supervision to be sure that they are doing their work correctly.
Close supervision implies that the workers are incompetent and might lack
in morale. Jobs requiring high quality and low time limit need close
supervision. New workers need close supervision than old workers. This
helps to develop good working habits.

www.rsscrs.info 73 Prepared by Mr.Amin Hady



Principles of Management CHAPTER 5: Directing

e S A Fa il Q) aliae L Jalal) e (e ) Gl ,29) Jli
28 5 o LiSh e il gl O (Ao o il S Doy A n 38y jhay agles (5 sheny gl
335 3 5 Ol iy s ) Jiae SU il oY) el il 750 8 i
e ae i 138 0¥ elaa@ll () 5ida sl e ol Gl saall Jlenll zliag LS ille

.BA;.;j\ andl Cilale J.\}H

5.1.1.2 General Supervision plad) il ay)

General supervision gives the employees a chance to develop their talents;
they learn to make decisions by being in a position to make them. Since
the work is a result of their own efforts, they take pride in their work,
improve productivity and show less absenteeism. It is likely that an
employee takes a better decision since he is closest to the problems. The
supervisor also gets more time to spend on his other functions.
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5.1.2 LEADERSHIP dalall

Leadership, as defined earlier, is interpersonal influence exercised in order
to guide people toward goal achievement. The person exercising this
influence is called a leader. He can be relied upon for the performance of
leadership functions continuously.
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Leaders derive their authority from the group rather than imposing it upon
them. He earns leadership by being popular and dependable or mostly the
latter. This leadership gives him the power to act. To clarify the difference
between power and authority, it 1s being discussed below.
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Authority 1s the right or privilege of directing or requesting workers to do
or to refrain from doing something. It includes the right to take
disciplinary action. Power is the ability to achieve the expected outcomes
that emerge from supervisory directives. Authority is the right to tell a
subordinate what to do; power is the ability to get the subordinate to do it.

Le s Jue (e g laial) s Jually Jlaall Allad B A sill i) s @l A dadlall
1 A8 il i) (gias e 5l & Adaludl Lol dalall e ja ) MASY all e
‘;QALL.J\LA.\.\J ¢ Jan e (0 56 0 olay (ol e adlalls 3\.}5\)&}(\ Glgaa Al e C_m

Lo dary aldll e yall J2a

5.1.3 LEADERSHIP TRAITS paldl) Clda

Following are the traits of a leader found in general:
- o Balall dalal) Claiall

1. Leaders are self confident, well integrated, and emotionally stable.
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2. Leaders want to take leadership responsibility and are competent in

handling situations.
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3. Leaders identify with the goals and values of the groups they lead.
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4. They are warm, sensitive, and sympathetic toward other people, and
give practical suggestions.

5. They are intelligent in relation to other group members.
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5.1.4 LEADERSHIP STYLES 5L b

Studies reveal that leaders use leadership styles that are consistent with
their personalities. Style reflects the leader's desire to be efficient, not the
need to be autocratic. Leaders are not born but developed. Autocratic,
participative, and free-reign, are the three general classifications of
leadership styles.
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5.1.4.1 Autocratic Leaded Aiwa gaLB

As the name suggests, these leaders give orders for everything and provide
no freedom of work for subordinates. Their instructions are
straightforward and the doubts can be cleared easily. Some workers may
feel that they are not given freedom to make decisions. This one-way
communication might lead to misunderstanding and subsequent errors. It
can also result in poor decisions. Such styles are needed during crises.
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5.1.4.2 Participative Leaders (O slaciall) ¢y a8 SAEY) Bl

These leaders invite participation from subordinates to exercise their
responsibility and freedom. They are concerned about their relations with
the employees. Democratic leaders confer final authority on the group.
Consultative leaders require a great deal of involvement, but they alone
have the authority to make final decisions. Participative leaders expect
constant feedback. This style of functioning consumes time.
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5.1.4.3 Free-reign Leaders Al sall

They are non-directional. They give the group complete freedom to decide,
having made clear the goals and guidelines to achieve it. This offers the
greatest use of time and resources. This approach can motivate people to
initiate and carry out complex work plans efficiently and responsibly. This
style of functioning is seen, to some degree, among professionals like
engineers, teachers and scientists.
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5.7 NEED THEORIES dalal) el yas

Need theories focus on the importance of analyzing and understanding the
psychological factors with individuals that cause them to behave in certain
ways? Various need theories have been put forward by scholars during the
years from which four are being discussed here.
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5.7.1 MASLOW'S NEED HIERARCHY g sbadal dalal) ala

Maslow recognized five basic human needs which constitute a
"hierarchy"
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Need
For Self-
Actualization
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Estemm Need
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Affiliation Or acceptance need
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Security or Safely needs
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Physioligical needs
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FIGURE 5.1 Maslow's Need Hierarchy Model
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Level 1: The first level of physiological needs includes food, air, water,
sleep, shelter, sex, and any other necessities to sustain and preserve life.
These are the most basic needs, and people will be motivated to fulfill
them first through whatever behaviour. Once satisfied, the needs cease to
operate as a prime motivator of behaviour.
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Level 2: The safety needs consists of the need for clothing, shelter, and an
environment with a predictable pattern such as job security, pension, and
insurance. People are motivated to fulfill these needs only when the
physiological needs are mostly satisfied.
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Level 3: Love or social needs include the need to be liked by others, to be
a wanted member, and to belong to a group other than just a family.
Developing meaningful relationships on the job, becoming a member in
good standing of the informal organization, and receiving the grapevine
communication are means of fulfilling this need in a person's work life.
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Level 4: Esteem needs include the need for self-respect, sense of
achievement, and recognition from others. The desire for status and
prestige is an important aspect of the need for esteem. "Satisfaction of the
self-esteem need leads to feelings of self-confidence, worth, strength,
capability, adequacy, and being useful and necessary in the world.
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Level 5: Self-actualization is the concept of fulfilling one's potential and
becoming everything, one is capable of becoming. To some, it may mean
becoming the ideal mother or father, to another becoming the best jogger
in the office, or to another developing the reputation of becoming the most
daring investor in the firm.
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5.7.1.1 Practical Implications doland) il

If an employee is concerned with the basic physiological needs of making
the house, payment, and purchasing food for the family, attention must be
devoted to wages and salary for that employee. Compliments and offer of
future advancement (esteem) will not do much to motivate that individual
until the physiological needs are first satisfied. Even when compensation
needs are fulfilled, employees want to have a sense of job security.
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Managers can do much to satisfy such security needs by proper and
adequate communication and personal relationships. New employees have
social needs of being quickly accepted into the work group, and a well-
implemented orientation program can expeditiously satisfy this need. In
contemporary society, the needs lower in the hierarchy are more
completely satisfied than the higher needs.
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Many people have their physiological and safety needs fulfilled. It is the
affection and esteem needs that require satisfaction while for the people at
the highest level; self-actualization needs are of prime importance. The
hierarchy of needs is not always followed in a rigid pattern, there are
reversals and substitutions. Some persons centre on esteem needs, the
acquisition of wealth, for example, almost to the exclusion of affection
needs i.e. the need to belong to a group.
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Such a situation may have developed due to a suppression of affection
needs early in life with a resultant emphasis on esteem needs as a
substitute. Needs are relative in their strength and are individualistic. A
lower need does not necessarily have to be fulfilled completely before
higher need emerges.
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5.7.2 HERZBERG'S MOTIVATION—HYGIENE THEORY
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Herzberg developed his theory after surveying hundreds of accountants,

engineers, and other managerial personnel. Herzberg's research caused him
to categorize various needs of individuals into two groups.

1. Hygiene factors or "dissatisfiers", and
2. Motivation factors or "satisfiers".
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FIGURE 5.2 Herzberg's Modeling
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5.7.2.1 Hygiene Factors
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The hygiene factors are dissatisfies because if all of them are adequately
met with in a we situation, people will not be dissatisfied. Their adequacy,
hence, does not really motivate people. However, if any of the hygiene
factors is not attended to properly in job dissatisfaction can occur. For
example, lower pay, bad supervision, or a hazardous or uncomfortable
workplace can create substantial dissatisfaction among employees.
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5.7.2.2 Motivating Factors Jadail) Jal g8

These factors are aspects of the task or work itself. They include challenge,
chance for personal growth and performance feedback. In other words, as
viewed by the employee, a job with these characteristics means it bears the
motivational factors. These factors contribute heavily to the satisfaction of
the employee and have a positive effect on his or her performance.
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5.7.3_MCCLELLANDS'S THREE NEEDS MODEL
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The model is concerned with three motives, namely, the need for
achievement, the need for power, and the need for affiliation. Everyone
possesses these needs in varying degrees. Individuals with a high need for
achievement thrive on jobs and projects that tax their skills and abilities.
Such individuals are goal-oriented in their activities.
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Individuals with high affiliation needs value interpersonal relationships and
exhibit sensitivity towards other peoples' feelings. Individuals with high
power needs seek to dominate, influence or have control over people.
McClelland's concept of achievement motivation is related to Herzberg's
motivation-hygiene theory. His research revealed that managers generally
score high in the need for achievement.
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5.7.4_VROOM'S VALENCE-EXPECTANCY THEORY 23R! a8 gil) iy Jad
According to this theory, a person's motivation towards an action at any
time would be determined by his perception that a certain type of action
would lead to a specific outcome. There are three variables and they have
high positive values to imply motivated performance choices. If any one of
the variables approaches zero, the probability of motivated performance
approaches zero.
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Valence is the strength of an individual's preference for reward expectancy
is the probability that a particular action will lead to a desired reward and
instrumentality denotes an individual's estimate that performance will
result in achieving the reward. This can be expressed as follows:
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Motivation = Valence ' Expectancy ' Instrumentality
B g @ 9 adi = (ulaall

The combination that produces the strongest motivation comprises high
positive valence, high expectancy and high instrumentality. If all the three
are low, the resulting motivation will be weak. In brief, Vroom's model
attempts to explain how individual's goals influence his efforts.
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General Questions

I- Define leadership. What are the leadership traits?

2- Explain the various forms of leadership styles.

3- What is morale? How can it be improved?

4- Explain managerial grid.

5- What is the purpose of communication?

6- Distinguish between formal and informal communication.

7- How important is the informal communication networks in the efficient
and effective operations of the organization.

8- What are the barriers to effective communication?
9- What steps can you take to overcome noise?

10- How is Maslows's theory of hierarchy of needs related to motivation
in organizations?

11- What 1s Herzberg's two-factor approach to job satisfaction and
dissatisfaction? Why has this approach been criticized?

12-  According to McCleliand's theory of needs, the primary motive is the
need to succeed in competitive situations. Do you agree with this
concept? Explain.
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