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LECTURE-1

Course Objectives:

The course on Development Planning and Administration has following objectives:

· This course equips students with the analytical, methodological and practical expertise needed to positively contribute to development required in various countries. 

· The course examines strategies for better performance and efficiency and in particular, the reduction of poverty and inequality.

· By critically examining the theory and practice of development administration at the international, national and regional levels in a variety of contexts,

· The course seeks to provide learners with an understanding of the processes generating social change and with the skills and abilities to respond to such change. 

· The course seeks to provide learners with an understanding of Crisis Management.

· Developing performance driven organizations.

· Employment Promotion Measures Needed in Pakistan

· Poverty in Pakistan - issues & measures

· Women Development & Income Generation

· The Road Ahead
Significance of Development Planning & Administration:
Development Planning & Administration is the process by which the government or an individual brings quantitative and qualitative changes in an economy. It is responsible for the formulation of plans, projects, programs and policies and their implementation. It concentrates on the needs and desires of the people. A basic management function involving formulation of one or 
more detailed plans to achieve optimum balance of needs or demands with the 

available resources. The planning process:

(1) Identifies the goals or objectives to be achieved, 
(2) Formulates strategies to achieve them, 
(3) Arranges or creates the means required, and 
(4) Implements, directs, and monitors all steps in their proper sequence.

Planning is about managing resources and priorities in an organized way. Management is related to leadership, and it’s related to productivity. 

Here are three steps to get you planning better and, in turn, improving your management.

1. Devise a plan. As the business owner, you start by writing important details down. You don't need to sweat every detail of creating a long document. Instead, jot down essential points as bullets, and tables, and bare explanations. The strategy element of planning is to focus on what you’re good at, what matters, which people are most important to you and what you can do for them. It’s about positioning, determining your target market and product focus.

It's important to document these details in order to communicate your vision to employees. If you don't have a team, there's value in referring back to your original thoughts regarding the path for your business and comparing them to actual results.

2. Define success. In order to chart your path, you'll need to define long-term goals. Think broadly about how you see your business in several years.

From there, get specific. You'll want to establish milestones for when you want to accomplish certain goals, and know who you will want to carry them out. Go beyond sales, costs and expenses, and look at what really drives your business. It might be conversions, page views, clicks, meals, trips, presentations, seminars and other engagements.

Then, establish a review schedule -- when you and your team review changed assumptions, track results and make changes as necessary.

3. Put it in motion. Can you see the management brewing? Tracking and analyzing numbers can help you manage the work behind the numbers. You'll be in a better place to recognize and highlight what’s working and what isn’t working for your business and your team.
Suppose traffic is up, but conversions are down. You collect your data, review it with your team and develop a plan to make changes toward reaching your goals. That's management.

Managing your business successfully requires more than just praise and pats on the back. Sometimes it means focusing attention on problems, helping people solve them if possible, discussing and embracing mistakes, and, in the worst case, weeding out people who don’t care about bad results. This can all be accomplished more efficiently when you have a plan in place.

How to Become a Master Problem Solver
Either way, whether results are better than expected or worse, the planning and tracking makes your follow up easier. The process itself adds commitment and peer pressure to the team. Highlighting good performance is easier when there are agreed-on numbers to define it. And, probably most important, dealing with poor performance is always hard, but not quite as hard when you can focus on the specific numbers instead of personalities or office politics.

Which brings me back to where I began: Planning is management. Without planning, your management is at a real disadvantage.

Planning is not just a functional exercise. It means the difference between being a struggling nonprofit and an innovative, cause-driven organization changing the world. Creating a culture that believes in planning is paramount not just to survive a project, but to thrive long after the project is complete. Strategic planning takes ideas, inspiration, and down-in-the-dirt hard work to make transformations.

As discussed in Dana O’Donovan and Noah Rimland Flower’s Stanford Social Innovation article, “The Strategic Plan is dead. Long Live Strategy,” today strategy must break free from a static plan that just sits on the shelf; it must become more adaptive and directive.

A number of nonprofit organizations have developed successful strategic plans that inform both their current activities and their long-term vision—notable ones include The Brooklyn Public Library, American Kidney Fund, and Habitat for Humanity International.

At Longwood Gardens, planning helped our organization grow from a working farm in the 1700s to one of the best-in-class horticultural display gardens in the world—a place that aims to inspire its more than 1 million annual visitors through excellence in garden design, horticulture, education, and the arts.

We have methodically established “The Longwood Way,” a culture of strategic planning that provides us with a framework for aligning priorities, making decisions, allocating resources, and measuring our impact. Astounding results of this approach include: absolute clarity about our organization’s mission, identity, and direction; significant revenue and visitation increases; value-driven performance reviews; a visionary site master plan; and increased collaboration and satisfaction among staff.

LECTURE-2

Every organization, regardless of size, has developed and implemented its own management concepts in order for it to run smoothly and accomplish the vision, goals and objectives it has set forth. As such, the basic functions of management, broken down into four different areas, allow for it to handle the strategic, tactical and operational decisions for the organization. The four functions of management are: planning, organizing, directing, and controlling.
Planning
Planning is the core area of all the functions of management. It is the foundation upon which the other three areas should be build. Planning requires management to evaluate where the company is currently, and where it would like to be in the future. From there an appropriate course of action to attain the company's goals and objectives is determined and implemented.

The planning process is ongoing. There are uncontrollable, external factors that constantly affect a company both positively and negatively. Depending on the circumstances, these external factors may cause a company to adjust its course of action in accomplishing certain goals. This is referred to as strategic planning.

During strategic planning, management analyzes internal and external factors that do and may affect the company, as well as the objectives and goals. From there they determine the company's strengths, weaknesses, opportunities and threats. In order for management to do this effectively, it has to be realistic and comprehensive.

Organizing
Getting organized is the second function of management. Management must organize all its resources in order to implement the course of action it determined in the planning process. Through the process of getting organized, management will determine the internal organizational structure; establish and maintain relationships, as well as allocate necessary resources.

In determining the internal structure, management must look at the different divisions or departments, the coordination of staff, and what is the best way to handle the necessary tasks and disbursement of information within the company. Management will then divide up the work that needs to be done, determine appropriate departments, and delegate authority and responsibilities.

Directing
The third function of management is directing. Through directing, management is able to influence and oversee the behavior of the staff in achieving the company's goals, as well as assisting them in accomplishing their own personal or career goals. This influence can be gained through motivation, communication, department dynamics, and department leadership.

Employees that are highly motivated generally go above and beyond in their job performance, thereby playing a vital role in the company achieving its goals. For this reason, managers tend to put a lot of focus on motivating their employees. They come up with reward and incentive programs based on job performance and geared toward the employees' needs.

Effective communication is vital in maintaining a productive working environment, building positive interpersonal relationships, and problem solving. Understanding the communication process and working on areas that need improvement help managers to become more effective communicators. The best way to find areas that need improvement is to periodically ask themselves and others how well they are doing.

Controlling
Controlling is the last of the four functions of management. It involves establishing performance standards based on the company's objectives, and evaluating and reporting actual job performance. Once management has done both of these things, it should compare the two to determine any necessary corrective or preventive action.

Management should not lower standards in an effort to solve performance problems. Rather they should directly address the employee or department having the problem. Conversely, if limited resources or other external factors prohibit standards from being attained, management should lower standards as needed.

The control process, as with the other three, is ongoing. Through controlling, management is able to identify any potential problems and take the necessary preventative measures. Management is also able to identify any developing problems that need to be addressed through corrective action.

In order for management to be considered successful, it must attain the goals and objectives of the organization. This requires creative problem solving in each of the four functions of management. More so, success requires that management be both effective and efficient. Therefore, it needs to not only accomplish those goals and objectives, but do it in a way that the cost of accomplishment is viable for the company.

Approaches to planning differ, depending upon the attitude and culture of the company involved, which in turn affect the relative importance given to different elements of the process and the output. Some companies are heavily financially oriented, making the desired output more focused on numbers than the thinking behind those numbers. Other organisations focus heavily on the resource implications of the tactical plan, and particularly sales force allocation and efficiency.

Not all companies perform truly strategic (long -term) market-centered planning, but all companies generally aim to produce a set of financial forecasts. The major differences are in the way they get there and as a consequence the basis on which those forecasts are derived.

First and foremost, the organization needs to be clear about what issues can get in the way of developing a sound strategic plan before deciding on an appropriate approach.

Clearly all planning is driven to an extent by profit and financial forecasts but there is a need to be clear what else the plan has to deliver for the organization, the individual, and the brand – the planning ‘need’ – otherwise the process used may be sub-optimal. Why does the organization need a plan? What is it meant to deliver over and above the financial projections?

Many companies are often unaware of the issues and constraints that will affect the planning process and output, for example the local operating company situation. Are the right resources, the right experience and the right information available at a local level to develop and complete the plan? Can the local markets get the right quality of information they need to drive good quality thinking? If not, then how can this be provided to ensure the right level of thinking is achieved? It could also be that the chosen approach is too sophisticated or inappropriate to deliver the required answers. For example, the process may have all the ‘standard’ elements of analysis but there is no thought given to what each element is telling them.

All companies do have a structured process but if the process does not drive the necessary thinking then the resulting plans can be limited. If the process does not challenge the planners to consider different ways of doing things but is merely a set of agreed templates and a time line for deliverables, the resultant forecast simply becomes a straight line projection from historical sales data, and activity remains the same as last year no matter whether or not things are changing in the market. This is the apparently ‘safe’ option but it rarely maximizes return on investment and is often not safe at all.

Above all the process needs to raise the right questions, stimulate debate both internally and with external stakeholders, and force conclusions to be drawn from the analysis and interpretation of information that can then form the basis for strategy development.

And finally, senior management by their actions and questions often demonstrate that all they are really interested in are the numbers, with no challenge or credence given to the thinking behind those numbers. Even though a thorough process is used to arrive at a market -based forecast, senior management just focus on the revenue with/without profit sometimes the budget or forecast even comes before the planning/thinking in time, and at other times it is ‘imposed’ so the plan reflects how to achieve it, not whether it is at all achievable.

There are three very different approaches to strategic planning in our experience:

The data-driven approach is based on hard data collected from a variety of sources, both primary panels and syndicated data, from which a market model is then built by brand from the bottom up. Issues are then identified but there seems to be no real focus on what drives success in local markets, or on what competitors will do and the impact of their actions. This approach can simply lead to ‘more of the same’, making a projection based on the previous year and no real change in approach, with the whole focus being on next year’s revenue. While many companies may not use such an apparently numbers-focused approach they still act in the same way, with the forecast being the key, rather than the rationale behind it.

To overcome the inevitable local variances in both resource and/or experience and to ensure a consistent base for review, many companies utilize a template-led approach. This consists of a pre-defined plan with key headings that can be amplified or contracted, but with certain key elements which must be completed. This option works well as it provides a structured process for analysis, with check questions at each stage. However in some cases we have seen that such an approach can still be very financially focused. Sometimes it does not analyze the brand and company strengths and weaknesses in a meaningful market-centered manner, to enable a market -led SWOT analysis and often there is still not enough competitive focus.

The next level is often seen in the ‘marketing excellence’ approach, where the organization provides an integrated planning tool comprising standard marketing planning software. In a sophisticated example this allows local working but is linked into a central supporting database, with aspects that can be adapted and others that are fixed. The beauty of such a process is that it is transparent, allowing a clear overview of who is performing well and enabling experience and successes to be shared. However when this is a relatively new process people tend to take time to get to grips with the process resulting in ‘doing the process’ rather than really thinking about what each step is telling them. Moreover for this approach to be used effectively, senior management must understand the process very well so that they can interrogate the people who are developing the plan.

Efforts to plan correctly often fail due to poor alignment between personal and corporate goals – people are often rewarded for achieving short-term deliverables with secure outcomes rather than longer term brand building and innovation or driving change.

In summary the key issues in planning are:

· Not being clear about the planning ‘need’

· Not being aware of the issues and constraints that will affect the planning process and output

· Approach too sophisticated or not appropriate to deliver the required answers

· The financial forecast is all that matters, with the thinking behind those forecasts being ignored or not challenged/considered

· Process not challenging people to think or act differently

· Insufficient external focus: environment and/or competitors

· Lack of real focus on (new) opportunities for growth

· Poor expertise at local level

· More tactical/operational than strategic focus

So what works well in overcoming some of these inherent problems? Ensure a complete and effective structured process to develop the analysis base. Output should focus on alternative scenarios and ‘what ifs’ working from a base plan. Thereby, focusing on incremental growth and type of incremental drivers that need to be addressed. Build market -based forecasts by brand at country level. This requires country plans and budgets built from bottom up by brand and forecasts linked to hard data and clear market maps. Allow enough time for countries to make amendments based on sound strategic thinking and then finalize forecasts ( do not just use Excel formulas. Balance the need for a ‘quick’ solution with a complete process (analysis and review). Value the process, including through management attitude, and align management with the strategy.

Key imperatives are to ensure a complete and effective structured process to develop the analysis base, with structured external and internal analysis, and check questions at each stage. The process should be transparent, reviewed by management so that the output is seen by senior management during budget process. Multi-functional teams should build plans with all key stakeholders involved, but led by marketing.

Recent surveys show that where companies use a good formal process, satisfaction with strategic planning is higher. Companies are looking more and more at processes that drive to different strategies and/or activities. However, there is a demand for a stronger link in pharma between action and reaction, i.e. if we do X then €Y will result.

Strategic planning should prepare executives to face the strategic uncertainties ahead, and serve as the focal point for creative thinking about the company or the brand’s vision and direction. It should also be about making choices between competing priorities, focusing on strategic as well as operational issues. This will ensure that progress against the strategic plan is monitored.

There are a number of ‘tricks of the trade’ that help in strategic planning. Among the best practice companies, executives who carry out strategy also make it, and plans reflect goals and challenges. It is important to use any plan to identify growth opportunities, both within and outside the core business. Monitoring progress against the strategic plan is critical and a key area for improvement.

It is important also that planning meetings are true ‘conversations’. Simple ‘tricks’, such as having only a small number of the right people in the meeting can pay dividends. The process also takes time, so more than one meeting is required. It is also important to avoid combining strategy reviews with discussions of budgets and financial targets because when the two are considered together, short-term financial issues tend to dominate at the expense of long-term strategic ones.

The ideal process leads to strategic decisions that allow the company to meet goals and challenges. It assesses risks as well as benefits, but is based on fact, focusing on strategic issues, and is therefore not merely tactical. The ideal process ensures that those who will carry out strategy are involved in developing it, builds shared understanding of market dynamics, and emphasizes discussion of issues not process.

Planning should build ‘prepared minds’ through dialogue to make sure that all decision makers involved have a solid understanding of the business, its strategy, and the assumptions behind that strategy. Then it will be possible for them to respond swiftly to challenges and opportunities as they occur during the year. No strategy process can guarantee great flashes of creative insight, but much can be done to increase the odds that they will occur. The process can be used to challenge assumptions and open people up to new thinking.

LECTURE-3

At one time, not so very long ago, a Pakistani could proudly say, while drawing a comparison with India where millions slept hungry at night, that no-one in his country went to bed with an empty stomach. No more, alas! The spiraling rise in the prices of goods of daily use, on the one hand, and the static incomes on the other have combined to spread hunger, which now affects a large segment of our society. And if one were to add the growing incidence of unemployment caused by inflationary pressures, the picture would become starker. According to some reports, as many as 40 percent of the population lives below the poverty line. The economic realities are driving even the middle classes into cutting corners.



Prolonged and unpredictable load shedding of gas and electricity is resulting in the closure of factories or at least reduced working hours. The industrialists are left with no choice but to make drastic cuts in their workforce that is making for large-scale unemployment. The end result is that the section of the population that was at least living from hand to mouth has to suffer the pangs of hunger and privation.



The notion that Pakistan is a poor country is highly misleading. The pity is that it resource-rich, but these resources are either being plundered by the powerful and the influential, or not being properly exploited. A democratic order, on the contrary, stipulates that the resources of the country are used for the benefit of the people. Most governments failed to live up to their commitments of serving the people, even though they functioned under the tile of democratic governments.

Corruption seems to have become a by-word for the country. If somehow corruption could be rooted out from society and we have the privilege of having people-friendly rulers, it would surprise many how quickly Pakistan would scale the heights of development.
Poverty does not come in drizzles. It brings with it a downpour of ills; for, after all money matters. The hordes of beggars on the roads and roaming the streets and asking for alms testify that they are short of money to make both ends meet. It is a pathetic sight and a disgrace to the fair name of the country.



The lack of funds also leads to ill health since Pakistan is not a welfare state where health services are free for the poor. It is a sad reality that the country was envisioned by Quaid-i-Azam Muhammad Ali Jinnah to become a welfare state. However, the rulers that followed him had the aim of self-enrichment in mind when they stepped into the seat of power; yes, there were some notable exceptions but they were too few to make a difference.



Another vital input to realizing the dream of a progressing and prosperous land is high-quality education available at all levels and to all and sundry. The conditions of state-run educational institutions, with exceptions few and far between, beggar description. Unfortunately, the poor have no other choice  but to send their children to these schools because they cannot afford the exorbitant fees private educational institutions charge. Thus, the quality of product of government schools hardly needs to be described. The graduates of these colleges have nothing to look up to. They are ill equipped to find a job with a decent salary. Not only lack of proper education causes the population to increase at phenomenal rates, adding more to the lot of the poor, uneducated and untrained. And in the present knowledge economy they simply would not fit in.



Why is it that the US, Australia and Norway are so wealthy, while Pakistan is mired in poverty? To answer this question, we have to ask the most fundamental question in economics: “Why are some countries rich, while others are poor?”

It is no coincidence that the father of modern economics, Adam Smith, in 1776, grappled with this same problem. According to Smith, some countries were rich because they had been able to ‘specialize’ their production processes and, hence, could produce more output from the same amounts of inputs. In 330 BC, Aristotle had argued that education is the source of all progress. He postulated that higher educated people are more dexterous in finding new solutions to problems and improving technology which, in turn, led to a reduction in poverty.

Many other explanations on the roots of poverty such as culture, weather, geography and religion were also put forth. Yet, none could robustly claim to be the defining characteristic to explain the varying standards of living which we witness in the world today.

All of these factors play a role as evidenced by their strong ‘correlations’ with economic development. Nevertheless, the problem of missing variables driving this correlation and reverse causality persisted. This made it difficult to assess the extent of relevance of these factors. For example, in contrast to rise in education levels causing economic development, higher incomes made it easier for countries to invest in more and better education. More importantly, education spearheading development leaves open the question: why are some countries ‘more’ educated than others?

The missing link was provided by Douglass North, which later won him the Nobel Prize in economics. He argued that the fundamental cause of economic development depends on “the rules of the game in a society or, more formally, the humanly-devised constraints that shape human interaction”. He provided a formal framework to analyze institutional change and gave historical evidence that institutions are the fundamental cause for economic development.

Daron Acemoglu of MIT and James Robinson of Harvard University left economists around the world awestruck when they not only empirically tested the abstract notion of  ‘institutions’ with economic development, but also found strong evidence that institutions cause growth (understanding exactly how their inferences can plausibly be justified as causal would require an understanding of instrumental variables). They show that what matters the most are the man-made political and economic institutions that limit the power and wealth of the ‘government’ to expropriate rents from the populace.

It was emphatically shown that the different kind of colonizing behavior and consequent institutions put in place by the colonists not only persist up to this day but also explain most of the unequal income distribution we witness in the world today. When Acemoglu and Robinson added institutions to their equations, the effect of education and other determinants of development became marginal. It seems that good institutions not only make access to education easier but are also much stronger determinants of economic development.

The conclusion from all corners of the world is strong and simple: societies that installed institutions that rewarded innovation, created accountability and, in general, allowed everyone to participate in economic opportunities were the ones that flourished, while others remained mired in poverty. If Pakistan wants to escape poverty, it needs to move past the rhetoric of increases in tax-to-GDP ratios and ‘elimination’ of corruption/terrorism. As the Planning Commission’s “Framework for Economic Growth” rightly argues, Pakistan has to change its ‘software’ of economic development. It needs institutional reforms in civil service and the legal and judicial systems. It also needs a complete replacement of the old extractive bureaucratic institutional structures set in place by the British colonists with inclusive institutions.

LECTURE-4

Human Resource Development managers are professionals who set up activities in their organizations to improve employees’ performance. Aspiring HRD managers require a combination of education and a background in human resource policies such as employees’ benefits plans. The prerequisite for the job is a bachelor’s degree in human resource or business administration, as well as strong interpersonal skills.

HRD as stated earlier is mainly concerned with developing the competencies of people. When we all see it as a people oriented concept then several questions come to the mind like should the people be developed in the larger and national context or in the smaller institutional context? Are they different at the macro level and micro level? As things stand now, HRD applies to both institutional (micro) as well as national (macro issues).The main objective however is to develop the newer capabilities in people so as to enable them to tackle both present and future challenges while realizing organizational goals. However, it is useful both at macro and micro levels.

Macro level:

At the macro level HRD is concerned with the development of people for the nation’s well being. It takes health capabilities skills, attitudes of people which are more useful to the development of the nation as a whole. While calculating the national income and economic growth the prospective HRD concept examines the individual’s potentialities, their attitudes, aspirations, skills, knowledge etc. and establishes a concrete base for economic planning. However, HRD’s contribution at macro level has not gained popularity as yet.

Micro Levels:

HRD is concern for development in the organizations at the grass root level. Small wonder then, that HRD was well received by companies and managements as they realized its importance and foresaw its future contribution for the individual and organizational development. Generally HRD at micro level talks of the organizations’ manpower, planning, selection, training, performance appraisal, development, potential appraisal, compensation, organizational development etc. HRD’s involvement in all these areas is mainly with an objective to develop certain new capabilities in people concerned to equip them to meet the present job challenges and to accept future job requirements.

HRD versus Personnel Function:

The traditional personnel function is a service oriented activity, responding to the needs of the organization as and when they arise. On the other hand, HRD has productive functions which do not merely respond to organizational requirements but anticipates them and prepares the people and the organizations to face future challenges with confidence. HRD is wider in scope as it tries to develop the whole organization instead of focusing attention on people alone. Instead of concentrating on maintenance factors (wages, incentives, day to day plans, operating procedures etc.) it tries to focus on motivating factors (job enrichment, developing potentialities of people, creating autonomous work groups, fostering innovation and creativity, developing trust etc). Personnel function, traditionally is viewed as the primary job of personnel department HRD, however, is the responsibility of all managers in the organization. The personnel function views higher morale and improved job satisfaction as the causes of improved performance. HRD on the other hand regards job challenges, creativity and opportunities for development as the main motivating forces.

Points of difference HRD and Personnel:

Personnel Function:

1) Maintenance oriented

2) An independent function with independent sub functions
3) Reactive functions responding to events as and when they take place.
4) Exclusive responsibility of personnel department
5) Emphasis is put on monetary rewards
6) Improved performance is the result of improved satisfaction and morale
7) Tries to improve the efficiency of people and administration.

Points of distinction: (1) orientation (2) Structure (3) Philosophy (4) Responsibility (5) motivators (6) Outcomes (7) AIMS

HRD (Human Resource development):

1) Development oriented
2) Consists of inter dependent parts.
3) Proactive function, trying to anticipate and get ready with appropriate responses.
4) Responsibility of all managers in the organization.
5) Emphasis is on higher order needs such as – how to design jobs with stretch pull and challenge how to improve creativity ad problem solving skills, how to empower people in all respects etc.
6) Better use of human resources leads to improved satisfaction and morale.
7) It tries to develop the organization and its culture as a whole.

Strategies to Improve Human Resource Department’s   Value to the Organisation
Training and Internships
It is not necessarily a guarantee that a candidate who did well in the recruitment exercise is the best in performing an organization’s functions. New employees need orientation into the Company’s functions and can also improve some inefficiency that these new employees may have in relation to their skills. This is the purpose of placing them on internships. (Norbert, 1967)
Training is also essential for members of staff who have been working for the organization for a long time. This is especially so in the wake of technological advancements, legal changes and changes in service delivery. It is important for an organization to keep up with industry trends otherwise it faces the danger of becoming obsolete; especially in the background of increasing competition.

Training need not be restricted to improvement of skills; it can also involve improvement of attitudes. This is normally characterized by attendance of workshops and other forms of talks. Training also increases motivation of employees and gives them that extra boost of energy needed to get them through tough times in their jobs. All the above tasks are placed under the Department of Human Resource because it is the one that will asses when training is needed, who needs the training, where and by whom. This aspect is a sure to improve value of the HR Department in the organization.

An example of a company that adheres to this principle is Marks and Spencer retail chain outlet. The Company offers training for twelve months. Here new employees are taught all that is necessary to meet organizational goals and objectives then they can start work when they are ready to do so. (Norbert, 1967)
Making Better Use of Time
The Human Resource is conferred with the responsibility of ensuring that all members of staff perform to their best ability. It could improve this area by facilitating better use of time in all departments within the organization. Time is one of the most crucial yet intangible assets of the Company. The proper use of this resource could maximize production and achievement of organizational goals. (Harold, 2003).
The Department can do this by planning activities to be carried out in the organization. It can make schedules for the various activities that have to be done in the organization and thus facilitate better flow of information. In addition to this, the Company can also ensure that all members of staff are held accountable for not performing a certain task. This is especially in regard to maintenance of the schedules. In so doing, human the Human Resource Department will be ensuring that employees do not simply report to work and that the time spent at work is directly proportional to output.

Improving Organizational Culture
The Human Resource Department can try to improve organizational culture through a three step procedure.

The first step of the process is observation.  In this step HR finds out what makes ups or what the company’s culture is like. HR should also be very intense on the organizational needs. Here, HR should realize that personal fulfillment works better and therefore should try to ensure that the change is relevant to every staff member. In this stage, HR should try to explain to all staff members or stakeholder the advantage of transforming the culture in the organization. This should be made clear so that all can see the advantages at the individual level and not simply at the organizational level. (Erica, 2006)
Then HR should try to eliminate all inhibitions in staff member’s minds. It is possible that some may claim that they tried one or two strategies before and it did not succeed.  
The next step is the analysis of various aspects. Here, there is collection of data needed in making certain that culture changes. This stage involves checking out the success features or the factors that can facilitate its success. There should be calibration of data collected. Staff members should be made to understand that there are no perfect situations for implementation of changes. The analysis should involve assessing whether the information is sensible or not. Whether data gathered will be helpful or not and if it is too little or too much. Staff members should be requested for data that will help change the culture.

Of course when trying to bring in change HR Department should have perceived benefits, a deadline for execution and also the realized gains in relation to the change in culture. In this step, there should be reality checks which should be done often. There should also be continuous integration. Through this scheme HR Department should be able to change the culture in the organization and add value to it. (Harold, 2003)
Conclusion
The Human Resource Management team’s main function is to manage people. There are positive and negative aspects of this function; first of all, the HR department enriches the organization through recruitment procedures and an example an effective HR team in this area is Tesco Ireland. HR department also ensures that members of staff follow a general direction by frequently clarifying and reminding them of the organization’s goals. Besides this, they are also responsible for organizing incentives or compensation packages to motivate employees. All these functions contribute towards organizational effectiveness. However, there are some negative aspects of HR; it has to bear the burden of blame if an employee performs poorly like the Arthur Andersen Company. Besides this, some policies made by the department may be detrimental to the Company like in the Home Depot Company’s case. Improvements to their role can be done by arranging training for staff members, organizing activities for the organization and changing organizational culture. (Erica, 2006)

LECTURE-5

Organization Development:
Simply put, an Organization Development practitioner is to an organization as a physician is to a human body. The practitioner "diagnoses" (or discovers) the most important priorities to address in the organization, suggests a change-management plan, and then guides the organization through the necessary change. There are different definitions and views on how the change should occur.

NOTE: This site distinguishes the difference between "organizational development" and "Organization Development." The former phrase refers to the nature and scope of change in organizations, i.e., the change is to the entire organization or to a significant portion of the organization. The latter phrase refers to a field of well-trained people with expertise in guiding successful organizational development.

An Old Standard Definition of OD

The nature and needs of organizations are changing dramatically. Correspondingly, the profession of organization development (OD) has been changing to meet the changing needs of organizations. Therefore, it may be most useful to consider several definitions of organization development. Here's a standard definition. The next section gives some contrasting definitions.

For many years, the following definition was perhaps the standard definition for OD. The following definition was developed in 1969 at a time when an organization was considered to be much like a stable machine comprised of interlocking parts.

“Organization Development is an effort planned, organization-wide, and managed from the top, to increase organization effectiveness and health through planned interventions in the organization's 'processes,' using behavioral-science knowledge.” 
-- Beckhard, “Organization development: Strategies and Models”, Reading, MA: Addison-Wesley, 1969, p. 9

New Definitions of OD

Today's organizations operate in a rapidly changing environment. Consequently, one of the most important assets for an organization is the ability to manage change -- and for people to remain healthy and authentic. Consider the following definition of OD:

“Organization Development is the attempt to influence the members of an organization to expand their candidness with each other about their views of the organization and their experience in it, and to take greater responsibility for their own actions as organization members. The assumption behind OD is that when people pursue both of these objectives simultaneously, they are likely to discover new ways of working together that they experience as more effective for achieving their own and their shared (organizational) goals. And that when this does not happen, such activity helps them to understand why and to make meaningful choices about what to do in light of this understanding.” 



-- Neilsen, “Becoming an OD Practitioner”, Englewood Cliffs, CA: Prentice-Hall, 1984, pp. 2-3.

Experts might agree that the following definitions of OD represent the major focus and thrust of many of today's OD practitioners.

"Organization development is a system-wide application of behavioral science knowledge to the planned development and reinforcement of organizational strategies, structures, and processes for improving an organization's effectiveness."


-- Cummings and Worley, "Organization Development and Change", Sixth Edition, South-Western Publishing, 1997, p.2.

"Organization Development is a body of knowledge and practice that enhances organizational performance and individual development, viewing the organization as a complex system of systems that exist within a larger system, each of which has its own attributes and degrees of alignment. OD interventions in these systems are inclusive methodologies and approaches to strategic planning, organization design, leadership development, change management, performance management, coaching, diversity, and work/life balance."

-- Matt Minahan, MM & Associates, Silver Spring, Maryland

One classic definition of organization development comes from Richard Beckhard’s 1969 Organization Development: Strategies and Models:

Organization Development is an effort (1) planned, (2) organization-wide, and (3) managed from the top, to (4) increase organization effectiveness and health through (5) planned interventions in the organizations "processes,” using behavioral-science knowledge.

Other definitions from leaders in Organization Development Network:
"OD is a field directed at interventions in the processes of human systems (formal and informal groups, organizations, communities, and societies) in order to increase their effectiveness and health using a variety of disciplines, principally applied behavioral sciences. OD requires practitioners to be conscious about the values guiding their practice and focuses on achieving its results through people."

Arnold Minors, Arnold Minors & Associates, Toronto, Canada

"Organization Development is a body of knowledge and practice that enhances organizational performance and individual development, viewing the organization as a complex system of systems that exist within a larger system, each of which has its own attributes and degrees of alignment. OD interventions in these systems are inclusive methodologies and approaches to strategic planning, organization design, leadership development, change management, performance management, coaching, diversity, and work/life balance."
Matt Minahan, MM & Associates, Silver Spring, Maryland
Emerges From Four Backgrounds

According to one theory, OD emerged from four major backgrounds (Cummings, & Huse, 1989):

1. Laboratory Training: The National Training laboratories (NTL) development of training groups known assensitivity training or T-groups. Laboratory Training began in 1946 when Kurt Lewin and his staff at the Research Center for Group Dynamics at MIT were asked by the Connect Interracial Commission and the Committee on Community Interrelations of the American Jewish Congress for help on training community leaders. A workshop was developed for the leaders to learn about leadership and to discuss problems. At the end of each day, the researchers discussed privately what behaviors and group dynamics they had observed. The leaders asked permission to sit in on these feedback sessions. Reluctant at first, the researchers finally agreed. Thus the first T-group was formed in which people reacted to information about their own behavior.

2. Survey Research Feedback: Kurt Lewin formed the Research Center for Group Dynamics at MIT in 1945. After he died in 1947, his staff moved to the University of Michigan to join the Survey Research Center as part of the Institute for Social Research. It was headed by Rensis Likert, a pioneer in developing scientific approaches to attitude surveys (five-point Likert scale).

3. Action Research: In the 1940s John Collier, Kurt Lewin, and William Whyte discovered that research needed to be closely linked to action if organizational members were to use it to manage change. Action research has two results: 1) organizational members use research on themselves to guide action and change, while 2) researchers were able to study the process to gain new information. Two noted action research studies was the work of Lewin and his students at the Hardwood Manufacturing Company (Marrow, Bowers & Seashore, 1967) and Lester Coch and John French's classic research on overcoming resistance to change (Coch & French, 1948).

4. Productivity and Quality-of-Work-Life (QWL): This was originally developed in Europe during the 1950s and is based on the work of Eric Trist and his colleagues at the Tavistock Institute of Human Relations in London. This approach examined both the technical and the human sides of organizations and how they are interrelated.

Emerges From Three Backgrounds

French (Varney, 1967) describes the history of OD as emerging about 1957 and having at least three origins:

1. Douglas McGregor's work with Union Carbide in an effort to apply some of the concepts from laboratory training (see above) to a large system.

2. A human relations group at the Esso Company that began to view itself as an internal consulting group offering services to field managers, rather than as a research group writing reports for top managers. With help from Robert Blake and Herb Shepard, the group began to offer laboratory training in the refineries of Esso.

3. The Survey Research Center (see above) started using attitude surveys.

Emerged in the Space Age

The years 1960-1970 was a period of rapid movement in high technology (space race due to Soviet Sputnik challenge). Human Resource Development (HRD) efforts increased as we moved into project groups and task forces to cope with the challenge of new technologies. Behavioral science was brought into the work place, and a new term appeared — Applied behavioral science. This provoked a term that became known as OD, due in part to the reaction HRD programs appeared to be effective, but had little or no impact on the work place. That is, HRD programs were based upon sound learning principles, and people learned, but the learning often failed to be applied to the work place (Nadler, 1984).

Growth of Organization Development

OD continues to grow. Some of the first generation contributors include Chris Argyris (learning and action science), Warren Bennis (tied executive leadership to strategic change), Edger Schein (process approach), and Robert Tannenbaum (sensitize OD to the personal dimension of participant's lives).

Second Generation contributors include Warner Burke (makes OD a professional field), Larry Greiner (power and evolution), Edward Lawler III, (extended OD to reward systems and employee involvement), Newton Margulies and Anthony Raia (values underlying OD), and Peter Vaill and Craig Lundberg (developing OD as a practical science).

Newer generation contributors include Dave Brown (action research and developmental organizations), Thomas Cummings (sociotechnical systems) self-designing organizations, and transorganizational development), Max Elden (political aspects of OD), and Jerry Porras (puts OD on a sound research and a conceptual base).

LECTURE-6

It’s not always immediately apparent when your organization is in the initial stages of a crisis. To this effect, I am pleased to bring you a guest blog submission by Michael Nayor, founder and CEO of crisis consulting firm The Rhodell Group, that investigates “What Really Constitutes a Business Crisis.”

Business Crisis

A business crisis can be anything that can negatively affect a company’s reputation or bottom line. Many events at first blush may not appear to be serious. HP’s firing of Mark Hurd and the subsequent entanglement with Oracle was not a big deal in the scheme of things, even though internally it must have been a shocker. However, the death or resignation of a key person in any organization could very well be serious for any company depending on just how key that person really was. Natural catastrophes, product recalls, labor disputes, computer data losses. The list is endless. Some are temporary. Some can cause the demise of a company. Most can be handled with honesty and the realization that it may be necessary to absorb losses over the short haul in order to achieve a long and healthy business life.

Two Categories of Business Crises

Two distinct categories of crisis need to be recognized. In one we lump all those events over which we have no control, such as product tampering by outside forces or natural disasters. Even in these situations there are always some actions we can take: tamper-proof packaging, liability insurance, proper protocols. But generally these events can blind-side us.

The second category contains all those events that might have been avoided had we chosen to take the actions necessary to protect ourselves and the public. Some are obvious. We look at the BP oil spill and see things that surely could have been done. Other events are not so obvious and these are the ones that can be insidious. When a management believes it is doing the right thing but in fact is fueling a potential crisis we have the makings of a catastrophe. A couple of examples will make this abundantly clear.

Market share is usually very important to a company, oddly sometimes more important than the bottom line. There is always great competition for new customers. Many times the efforts and resources devoted to advertising, marketing and selling to new customers are at the expense of a company’s loyal customer base. This can even be seen at the local level. Where I live heating oil companies consistently offer new customers a deal for the first year in order to lure them in. This, of course, is done at the expense of old, loyal customers who have to make up the slack. The result is that many savvy oil customers these days do a lot of shopping each year to find the best deal. Loyalty is a thing of the past. On a national level the problem has gotten even more serious. A recent financial story in The New Yorker last month observed that there is almost universal recognition that customer service in this country has deteriorated. Such service is considered a “cost”. Companies are looking for the customers they don’t have so they are willing to spend on marketing and advertising but are not as interested in adding to their costs of service. The article made it sound a little like cynical dating. Companies are interested in luring you in but then once they have you; they don’t quite value you as much as the next potential customer they want to corral.

Lack of service is not just a pain for helpless consumers. In this internet age they can do something about it. This is how a company can sow the seeds of its own destruction, and inexorably create its own crisis. Companies and their products and services are being rated on the internet and consumers don’t hold back. They tell it like it is. Granted, competitors may be planting some of these negative comments but for the most part product and service evaluations are being taken at face value. The moral of the story: be faithful to those who brought you to the dance, or the consequences could be severe.

Another form of self-inflicted crisis involves weathering the storm

Whether in politics, professional sports, or in business, “players” still believe that because of their importance they can ride out any issue or problem. They can’t. We can all easily tick off a dozen or so examples, but the latest is surprising. Johnson & Johnson has recently gone through a spate of recalls of tainted children’s Tylenol and Motrin. The Company has generally kept a low profile and even contracted with a third party to buy up Motrin off retail shelves rather than announce an actual recall. And for the last decade it has been settling with claimants for a variety of injuries and death allegedly due from Ortho Evra, a contraceptive patch made by its subsidiary, Ortho McNeil. It appears clear that the current management of J&J has not followed in the footsteps of the management that handled the Tylenol crisis of 1982 which is often cited as the quintessential example of crisis management in modern corporate history. Back then cyanide had been found in bottles of Tylenol in the Chicago area. J&J immediately issued public warnings, issued a product recall, created tamper-proof packaging, and before long was back in business. The Company was up-front and willing to bite the bullet in the best interests of the public. Unfortunately that does not appear to be the philosophy today. There is clearly a danger in believing one’s invincibility. The trust and respect of the public is at stake, and once lost, is very difficult to retrieve.

A crisis is not just the obvious explosion at a plant or a mine. Companies can and do create their own crises. Companies must evaluate their philosophy, their strategy and their honesty. They must take action to minimize their vulnerabilities but at the same time be prepared to take action in the best interests of the public if they value company longevity.

Crisis Management

Crisis management is the nature of activities to respond to a major threat to a person, group or organization. Crisis management is a relatively new field of management. Typically, proactive crisis management activities include forecasting potential crises and planning how to deal with them, for example, how to recover if your computer system completely fails. Many people would refer to this, instead, as risk management and not crisis management.

Hopefully, organizations have time and resources to complete a crisis management plan before they experience a crisis. Crisis management in the face of a current, real crisis includes identifying the real nature of a current crisis, intervening to minimize damage and recovering from the crisis. Crisis management often includes strong focus on public relations to recover any damage to public image and assure stakeholders that recovery is underway.

Guidelines for Successful Social Crisis Planning:

As it stands today, crisis management is very much entwined with social media. Whether you like it or not, when trouble hits you’ve got to quickly meet your stakeholders in the places they frequent in order to maintain control of your story, and that means being ready. In an article for business2community.com, David Vap provided some solid tips for getting your organization in position to handle social crises:

1. Understand your organization. Review external communication processes, social capabilities, and corporate culture. This is where we recommend scenario planning. Key questions could include: how would we respond if a vocal customer complaint suddenly went viral? How would we respond to a brandjacking attack?

2. Create a new social mindset in your organization. The social shift calls for a mindset characterized by transparency, accountability, employee empowerment, and planned spontaneity. Technology is certainly a crucial component of dealing with crisis communication, but preparing processes and practices must come first.

3. Know your consumers. Listen to conversations unfolding on the social web about your brand, and respond/employ proactive social support. Also identify your customer advocates on the social web – they will be invaluable in the event of a crisis.

4. Form a social crisis team. A successful social strategy must cross the boundaries of department and hierarchy because consumers expect a seamless experience. Build a cross-functional team, including a social media manager, a product owner, and at least one executive sponsor. Draw up a social team charter to clarify roles and responsibilities and create an internal collaboration space for this team.

5. Roll out a social crisis communications plan. Develop a playbook with guidelines for the social crisis team. Define an escalation process for potential PR issues. Build feedback into every step so you can adapt. Your plan needs to think through three areas – process and culture (what / who needs to change), technologies and tools (what to use to get there), and key metrics (what to track).

LECTURE-7

Perhaps the most comprehensive model for crisis management is the one proposed by Ian I. Mitroff, emeritus professor at the University of Southern California who is often called the father of modern crisis management. It consists of five stages (or mechanisms, in his terms): signal detection, prevention/preparedness, containment, recovery, and learning. The signal detection and prevention/preparedness stages constitute the proactive approach to crisis management and determine the readiness of the organization to deal with a crisis. The other three stages constitute the reactive approach to crises, with activities carried out after the occurrence of a crisis. Mitroff's five stages model is based in an older and widely cited—even today—crisis/disaster management model known as the “comprehensive emergency management” model, or PPRR (prevention, preparedness, response, recovery) model, or even MPRR, where “mitigation” replaces “prevention” without a significant change in meaning. 
	Crisis refer to unplanned events which cause harm to the organization and lead to disturbances and major unrest amongst the employees. Crisis gives rise to a feeling of fear and threat in the individuals who eventually lose interest and trust in the organization.

Crisis Management Model

Gonzalez-Herrero and Pratt proposed a Crisis Management Model which identified three different stages of crisis management.

According to Gonzalez-Herrero and Pratt, crisis management includes following three stages:

1. Diagnosis of Crisis

The first stage involves detecting the early indicators of crisis. It is for the leaders and managers to sense the warning signals of a crisis and prepare the employees to face the same with courage and determination. Superiors must review the performance of their subordinates from time to time to know what they are up to.
	


The role of a manager is not just to sit in closed cabins and shout on his subordinates. He must know what is happening around him. Monitoring the performance of the employee regularly helps the managers to foresee crisis and warn the employees against the negative consequences of the same. One should not ignore the alarming signals of crisis but take necessary actions to prevent it. Take initiative on your own. Don’t wait for others.

2. Planning

Once a crisis is being detected, crisis management team must immediately jump into action. Ask the employees not to panic. Devise relevant strategies to avoid an emergency situation. Sit and discuss with the related members to come out with a solution which would work best at the times of crisis. It is essential to take quick decisions. One needs to be alert and most importantly patient. Make sure your facts and figures are correct. Don’t rely on mere guess works and assumptions. It will cost you later.

3. Adjusting to Changes

Employees must adjust well to new situations and changes for effective functioning of organization in near future. It is important to analyze the causes which led to a crisis at the workplace. Mistakes should not be repeated and new plans and processes must be incorporated in the system.

Structural Functions Systems Theory

According to structural functions systems theory, communication plays a pivotal role in crisis management. Correct flow of information across all hierarchies is essential. Transparency must be maintained at all levels. Management must effectively communicate with employees and provide them the necessary information at the times of crisis. Ignoring people does not help, instead makes situations worse. Superiors must be in regular touch with subordinates. Leaders must take charge and ask the employees to give their best.

Diffusion of innovation Theory

Diffusion of innovation theory proposed by Everett Rogers, supports the sharing of information during emergency situations. As the name suggests during crisis each employee should think out of the box and come out with something innovative to overcome tough times. One should be ready with an alternate plan. Once an employee comes up with an innovative idea, he must not keep things to himself. Spread the idea amongst all employees and departments. Effective communication is essential to pass on ideas and information in its desired form.

Unequal Human Capital Theory

Unequal human capital theory was proposed by James. According to unequal human capital theory, inequality amongst employees leads to crisis at the workplace. Discrimation on the grounds of caste, job profile as well as salary lead to frustrated employees who eventually play with the brand name, spread baseless rumors and earn a bad name for the organization.

LECTURE-8

Time management is a set of principles, practices, skills, tools, and systems working together to help you get more value out of your time with the aim of improving the quality of your life.

The important point is that time management is not necessarily about getting lots of stuff done, because much more important than that is making sure that you are working on the right things, the things that truly need to be done.

Smart time managers know that there is much more to do than anyone could possibly accomplish. So instead of trying to do it all, smart time managers are very picky about how they spend their time.

They choose to focus and spend their time doing a few vital projects that will really make a difference, rather than spending all their time doing many trivial things that don't really matter all that much.

If you become a good time manager, you’ll not only get a lot more done in less time, but you’ll feel more relaxed, focused and in control of your life. You’ll be able to use your time in a much more balanced and effective way, and you’ll be able to make time for the people and activities that you love. When you get to the end of a busy day, you’ll feel a strong sense of accomplishment from everything that you actually got done
Improving your time management skills can even help you get better results by doing less work, because you're focusing on the things that really matter rather than all the low-priority busywork that just keeps you busy.

If you don’t learn how to manage your time well, you’ll be far less productive than you could be and you’ll get a lot less done. You’ll also feel much more stressed and overwhelmed, and you’ll struggle to find time to spend with the people you care about and to do the things you enjoy.

Learning Time Management Skills

In the end, time management comes down to choices. Good choices lead to better results, while poor choices lead to wasted time and energy. The good news is that time management can be learned and mastered by anyone. All it takes is practice and dedication.

Like any other skill, you can learn time management the easy way or you can learn it the hard way. The hard way usually involves years of trial and error and lots of false starts trying to figure out what works and what doesn't.

If you'd like to save yourself some time, money and effort, I recommend you try the easy way: learn from someone who has already done it.

Makes sense, right?

15 Best Time Management Tips

In the meantime, here are 15 practical time management tips to help you get started...

1. Write things down
A common time management mistake is to try to use your memory to keep track of too many details leading to information overload. Using a to-do list to write things down is a great way to take control of your projects and tasks and keep yourself organized.

2. Prioritize your list
Prioritizing your to-do list helps you focus and spend more of your time on the things that really matter to you. Rate your tasks into categories using the ABCD prioritization system described in the time management course.

3. Plan your week
Spend some time at the beginning of each week to plan your schedule. Taking the extra time to do this will help increase your productivity and balance your important long-term projects with your more urgent tasks. All you need is fifteen to thirty minutes each week for your planning session.

4. Carry a notebook
You never know when you are going to have a great idea or brilliant insight. Carry a small notebook with you wherever you go so you can capture your thoughts. If you wait too long to write them down you could forget. Another option is to use a digital recorder.

5. Learn to say no
Many people become overloaded with too much work because they overcommit; they say yes when they really should be saying no. Learn to say no to low priority requests and you will free up time to spend on things that are more important.

6. Think before acting
How many times have you said yes to something you later regretted? Before committing to a new task, stop to think about it before you give your answer. This will prevent you from taking on too much work.

7. Continuously improve yourself
Make time in your schedule to learn new things and develop your natural talents and abilities. For example, you could take a class, attend a training program, or read a book. Continuously improving your knowledge and skills increases your marketability, can help boost your career, and is the most reliable path to financial independence.

8. Think about what you are giving up to do your regular activities
It is a good idea to evaluate regularly how you are spending your time. In some cases, the best thing you can do is to stop doing an activity that is no longer serving you so you can spend the time doing something more valuable. Consider what you are giving up in order to maintain your current activities.

9. Use a time management system
Using a time management system can help you keep track of everything that you need to do, organize and prioritize your work, and develop sound plans to complete it. An integrated system is like glue that holds all the best time management practices together.

10. Identify bad habits
Make a list of bad habits that are stealing your time, sabotaging your goals, and blocking your success. After you do, work on them one at a time and systematically eliminate them from your life. Remember that the easiest way to eliminate a bad habit, it to replace it with a better habit.

11. Don’t do other people’s work
Are you in the habit of doing other people’s work because or a ‘hero’ mentality? Doing this takes up time that you may not have. Instead, focus on your own projects and goals, learn to delegate effectively, and teach others how to do their own work.

12. Keep a goal journal
Schedule time to set and evaluate your goals. Start a journal and write down your progress for each goal. Go through your goal journal each week to make sure you are on the right track.

Keeping a journal on your computer has never been easier!

13. Don’t be a perfectionist
Some tasks don’t require your best effort. Sending a short email to a colleague, for example, shouldn’t take any more than a few minutes. Learn to distinguish between tasks that deserve to be done excellently and tasks that just need to be done.

14. Beware of “filler” tasks
When you have a to-do list filled with important tasks, be careful not to get distracted by “filler” tasks. Things such as organizing your bookcase or filing papers can wait until you tackle the items that have the highest priority.

15. Avoid “efficiency traps”
Being efficient doesn’t necessarily mean that you are being productive. Avoid taking on tasks that you can do with efficiency that don’t need to be done at all. Just because you are busy and getting things done doesn’t mean you are actually accomplishing anything significant.

LECTURE-9

Risk management is the identification, assessment, and prioritization of risks (defined in ISO 31000 as the effect of uncertainty on objectives, whether positive or negative) followed by coordinated and economical application of resources to minimize, monitor, and control the probability and/or impact of unfortunate events or to maximize the realization of opportunities. Risks can come from uncertainty in financial markets, threats from project failures (at any phase in design, development, production, or sustainment life-cycles), legal liabilities, credit risk, accidents, natural causes and disasters as well as deliberate attack from an adversary, or events of uncertain or unpredictable root-cause. Several risk management standards have been developed including the Project Management Institute, the National Institute of Standards and Technology, actuarial societies, and ISO standards. Methods, definitions and goals vary widely according to whether the risk management method is in the context of project management, security, engineering, industrial processes, financial portfolios, actuarial assessments, or public health and safety.

The strategies to manage threats (uncertainties with negative consequences) typically include transferring the threat to another party, avoiding the threat, reducing the negative effect or probability of the threat, or even accepting some or all of the potential or actual consequences of a particular threat, and the opposites for opportunities (uncertain future states with benefits).

Certain aspects of many of the risk management standards have come under criticism for having no measurable improvement on risk, whether the confidence in estimates and decisions seem to increase

In ideal risk management, a prioritization process is followed whereby the risks with the greatest loss (or impact) and the greatest probability of occurring are handled first, and risks with lower probability of occurrence and lower loss are handled in descending order. In practice the process of assessing overall risk can be difficult, and balancing resources used to mitigate between risks with a high probability of occurrence but lower loss versus a risk with high loss but lower probability of occurrence can often be mishandled.

Intangible risk management identifies a new type of a risk that has a 100% probability of occurring but is ignored by the organization due to a lack of identification ability. For example, when deficient knowledge is applied to a situation, a knowledge risk materializes. Relationship risk appears when ineffective collaboration occurs. Process-engagement risk may be an issue when ineffective operational procedures are applied. These risks directly reduce the productivity of knowledge workers, decrease cost-effectiveness, profitability, service, quality, reputation, brand value, and earnings quality. Intangible risk management allows risk management to create immediate value from the identification and reduction of risks that reduce productivity.

Risk management also faces difficulties in allocating resources. This is the idea of opportunity cost. Resources spent on risk management could have been spent on more profitable activities. Again, ideal risk management minimizes spending (or manpower or other resources) and also minimizes the negative effects of risks.

LECTURE-10

Personal Ethics: Decisions made on the basis of an individual’s moral character and held values and the influences thereon.  Ethical decision-making encompasses moral imagination, moral deliberation and moral courage.  A suggested draft COBE Ethics Rubric, provided later, includes the following stages:

· Ethical Awareness (moral imagination): recognition when they are faced with a choice that has ethical dimensions (ethical can imply “moral” considerations, e.g. “right vs. wrong” situations or, more broadly, where there is a conflict of legitimate interests, or a “right vs. right” situation)
· Decision-making (moral deliberation):  applying framework(s) for working through to a decision as to what is the most ethical course of action (Ethical Analysis, below).
· Action (moral courage): having the courage and ability to communicate and carry out the course of action
Business Ethics: a form of applied ethics that examines ethical rules and principles within a commercial context; the various moral or ethical problems that can arise in a business setting; and any special duties or obligations that apply to persons who are engaged in commerce.

Corporate Social Responsibility: the voluntary actions taken by a company to address economic, social, and environmental impacts of its business operations and the concerns of its principal stakeholders. CSR is about successfully managing the changing expectations of society on business.  Although some commentators define “sustainability” only in environmental terms, many more (including this FIT group) believe the definition should include the entire range of a business firm’s effects upon and interactions with the society in which it functions.  Thus the following section will discuss not only the critical sustainability issues regarding the physical environment, but also the role and responsibility of business in society.

'Business ethics' and "corporate social responsibility" are two terms that are often used interchangeably, but at the same time represent somewhat different lenses on business practice. Ethics, of course, is always concerned with norms and values, and is basically about what is right and wrong. CSR on the other hand may be about these things, but doesn't have to be - lots of people take a purely economic or strategic approach to CSR without any real consideration of the normative dimensions. CSR is also, as might be expected, a lot more business-friendly than business ethics. 



The point is that the term you use is not always just arbitrary. And the two have a very different heritage even if they have broadly similar concerns. As a professor of business ethics (Crane) and a professor of corporate social responsibility (Matten), and co-authors of textbooks on both subjects, we often get asked which is the most important, which is the most popular subject at university, and why we do we need more than one term to describe the same thing? So we were pleased to discover the new gizmo from Google that lets you easily and quickly do a simple analysis of the cultural significance of different words and phrases. The Ngram viewer from Google Labs plots the incidence of specific terms over the last 200 years in more than 5 million digitally scanned fiction and non-fiction books. It may not let you do anything very sophisticated from a research point of view, but it is incredibly easy and fun to use.

So we plugged "business ethics", "corporate social responsibility" in, and for good measure added "corporate responsibility" and "sustainable business". The results, shown above, relate to books published in English from 1900 to 2008 (the last year provided by the data). As you can see, CSR only really emerged post 1960, whilst business ethics has enjoyed more than a century of cultural dominance, with particular peaks around the crash and depression of 1929-1930, and the financial scandals of 2000. And CR was actually a preferred term to CSR in books until around 2001.

By the looks of things, the dominance of business ethics could be coming to an end though. CSR and corporate responsibility have become increasingly more used - especially in the last decade which has seen an exponential growth in their incidence. Saying that, we'll see if the most recent financial scandals see another resurgence of business ethics post 2008 as the last data points on the graphs might seem to suggest.
LECTURE-11

There is a natural fit between the idea of corporate social responsibility and an organization's stakeholders. The word "social" in CSR has always been vague and lacking in specific direction as to whom the corporation is responsible. The concept of stakeholder personalizes social or societal responsibilities by delineating the specific groups or persons business should consider in its CSR orientation. Thus, the stakeholder nomenclature puts "names and faces" on the societal members who are most urgent to business, and to whom it must be responsive. 

By now most executives understand that the term "stakeholder" constitutes a play on the word stockholder and is intended to more appropriately describe those groups or persons who have a stake, a claim, or an interest in the operations and decisions of the firm. Sometimes the stake might represent a legal claim, such as that which might be held by an owner, an employee, or a customer who has an explicit or implicit contract. Other times it might be represented by a moral claim, such as when these groups assert a right to be treated fairly or with due process, or to have their opinions taken into consideration in an important business decision. 

Management's challenge is to decide which stakeholders merit and receive consideration in the decision-making process. In any given instance, there may be numerous stakeholder groups (shareholders, consumers, employees, suppliers, community, social activist groups) clamoring for management's attention. How do managers sort out the urgency or importance of the various stakeholder claims? Two vital criteria include the stakeholders' legitimacy and their power. From a CSR perspective their legitimacy may be most important. From a management efficiency perspective, their power might be of central influence. Legitimacy refers to the extent to which a group has a justifiable right to be making its claim. For example, a group of 300 employees about to be laid off by a plant-closing decision has a more legitimate claim on management's attention than the local chamber of commerce, which is worried about losing the firm as one of its dues-paying members. The stakeholder's power is another factor. Here we may witness significant differences. Thousands of small, individual investors, for example, wield very little power unless they can find a way to get organized. By contrast, institutional investors and large mutual fund groups have significant power over management because of the sheer magnitude of their investments and the fact that they are organized.

With these perspectives in mind, let us think of stakeholder management as a process by which managers reconcile their own objectives with the claims and expectations being made on them by various stakeholder groups. The challenge of stakeholder management is to ensure that the firm’s primary stakeholders achieve their objectives while other stakeholders are also satisfied. Even though this "win-win" outcome is not always possible, it does represent a legitimate and desirable goal for management to pursue to protect its long-term interests. 
Economist Milton Friedman, a Nobel laureate, once wrote that the sole social responsibility of a business is to increase profits for its shareholders. An evolving view of corporate social responsibility, however, holds that companies should operate within legal and ethical guidelines that enhance their reputations while still achieving maximum value for stakeholders. In short, profitability and social responsibility are not mutually exclusive. Rather, socially responsible actions generate a range of benefits -- monetary and otherwise.

Legal Protection

Socially responsible actions, such as processes designed to help companies operate in a more environmentally friendly manner, raise the understandable concern about their impact on a company's bottom line. Shareholders may worry that "green" technology may raise production costs, forcing higher prices and making the firm less competitive. New York attorney Michael Levine wrote in a 2008 New York Law Journal article that social responsibility policies help protect companies from being "tion-ed," referring to a series of potentially expensive actions ending in "tion," such as prosecution and litigation. On-the-job accidents that result in worker injury or death or company operations that endanger the well-being of the surrounding area often result in costly legal actions socially responsible corporate policies can protect companies against the higher costs arising from litigation.

Fewer Regulations

Levine wrote that investigations by government authorities can trigger new legislation or regulations that raise operating costs, forcing companies to pass the burden to consumers in the form of higher prices, which can reduce profitability. Levine points out that companies can protect themselves against the high cost of new regulations by implementing a range of socially responsible policies, including rules governing worker rights and measures to ensure use of suppliers that use adequate product safety systems.

Improved Reputation

The benefits of corporate social responsibility are not limited to dollars and cents. Such policies confer other benefits as well, such as a better reputation. Some companies enhance their reputation through philanthropic actions, supporting charitable causes, arts organizations, education programs and other initiatives in the communities where they conduct business. However, socially responsible policies related to health, safety and the environment also improve corporations' public images. Levine writes that these policies also help protect companies' brands and intellectual property. A lack of such policies can result in protests and negative media attention, harming a company's reputation.

Other Benefits

The Business Link website in the United Kingdom lists a range of other benefits stemming from corporate social responsibility. A good corporate reputation makes it easier to recruit and retain employees, maintain good relationships with local authorities and generate positive media coverage for the firm. All of these carry monetary and non-monetary benefits. Business Link points out, for example, that retaining employees longer reduces the costs of recruitment and training.

LECTURE-12

In “Motivate Employee Performance through Goal Setting”, Gary Latham provides a nice summary of thousands of studies conducted over the past few decades, looking at the influence of goal setting on performance in the workplace. The conclusion drawn is that setting challenging, specific goals improves performance, increasing effort and persistence. Having goals is proposed as single best explanation of why certain employees perform better than others. Goals also provide a measure of how you’re doing and an opportunity for feedback which is itself important for motivation.

Reading this, we might assume that planning your career in advance by setting goals is a great idea, even essential: it provides you with direction, something to aim for, and a means of tracking your progress. All this seems fairly intuitive and something careers advisors have long been talking about. So why might planning your career not be a good idea?

Some more recent research highlights some serious potential downsides to over-planning and too-specific goal setting. In a paper entitled “Goals Gone Wild”, researchers at Harvard Business School propose some potential negative side effects of overdoing planning and goal-setting:

Narrowing focus: Whilst previous research emphasizes the importance of having specific goals to provide motivation, this paper warns that overly specific goals may blind people to important issues and opportunities that appear unrelated to the goal.

Emphasis on immediate performance: Goal setting can arguably prompt people to engage in myopic short-term behavior that is damaging in the long term.

Promoting risky or unethical behavior: Goals that are inappropriately challenging, or have an inappropriate time frame, may therefore cause people to engage in risky or unethical behavior to achieve them.

Reduced motivation: Overly challenging goals, if not met, could plausibly result in dissatisfaction, and therefore actually a reduction in motivation. Inhibiting learning: if the focus is constantly on performance, people are less likely to consider alternative methods or learn how to perform a task.

It’s unclear how strong the evidence is for these detrimental effects of goal setting. In a response to the “Goals Gone Wild” paper, Edwin Locke and Gary Latham criticize its methodology, claiming it relies on mainly anecdotal evidence and its conclusions are overly emotionally charged. Nonetheless, the message that goals need to be set carefully and appropriately if they are to be useful and not detrimental seems worth some consideration.

LECTURE-13

Have you ever bought a new gadget or toy for your kids or yourself and seen that mildly annoying “batteries not included” sticker? Getting the right batteries for your new gizmo is similar to finding the right motivatio

 HYPERLINK "http://www.entrepreneur.com/topic/motivation" n for your employee

 HYPERLINK "http://www.entrepreneur.com/topic/employees" s. The end goal is the same: energy for action, but you need the right connection to trigger that flow of energy.

Motivating your team can be more art than science, but here are four techniques that will increase your chances of finding the right fuel:

1. Focus on the bigger picture. One of the most universal motivational triggers is connecting a current action with a bigger vision. For example, when you started your business, it’s very likely that you had some motivation beyond having a business for business’s sake. You might have wanted freedom to build a better life for you and your loved ones, to help people or to make the world a better place in some way. What drives you is the bigger picture, not the daily to-dos.

Your team is no different. If you’re seeing a lack in motivation or productivity, it’s probably because they’ve lost the connection between what they are doing and their “why.” Actively search for their “why” during conversations, so that when there is a lull in motivation, you can be there to remind them of the big picture. Help them see how their puzzle piece fits in to build a larger picture.

2. Emphasize the importance of process. Sometimes teams procrastinate because they don’t think there’s any harm in putting off certain tasks. Little do they know that what seems inconsequential to them is actually a cornerstone for your next steps. You might need to explain the chain of events that are necessary to accomplish the big goals. No step is unimportant. Like they say in theatre, there are no small roles, only small actors. In your business, there are no small steps, only small thinking. Of course, this only applies if you don’t have unnecessary redundancies. If you do, it’s a good idea to do an audit and clean out the cobwebs of your procedures.

3. Pay attention to what excites them. The best kind of motivation doesn’t come from you; it comes from people themselves. When you’re having a conversation with someone, pay close attention to what they say and how they say it. Chances are, they are giving you clues on how to best motivate them in that moment.

I like to call these clues "keywords." They are words or phrases that stand out from the rest. Keywords are more charged when spoken. The person will lean in or sit up straighter. Their voice might get louder or more pointed. Their eyes might widen when they say their keywords.

For example, I was running a communication training session for a small group of company leaders. I could tell that one person was not receptive to the training. During our first break, I approached him and asked for his thoughts.

“Don’t get me wrong, the training session is great and all, but you've got to understand that there’s been a lot going on with the company and I just don’t see how this helps us move forward.”

When he said the words “move forward” his gestures and voice accentuated his point. After a little more discussion and keyword investigation on my part, I concluded that forward motion, progress and the future were big motivational triggers for him. He also hated anything that had to do with feeling stuck, reviewing past events or repeating himself.

I spent the remaining five minutes of the break making a case for how the training helped his company move forward, achieve their goals and even help his employees progress further within the company. After our brief conversation, he was extremely attentive and participatory the rest of the day. When you detect more energy behind certain words, latch on to them and use those keywords to help your motivational efforts.

4. Use positive reinforcement. One of the best ways to lay the groundwork for future motivation is to acknowledge and reward successes. If you motivate someone to take action, but don’t acknowledge the accomplishment, they will be jaded when you approach them again in the future for something else. Recognition of past successes is a motivator for future progress. Failing to do so can lead to bitter and defensive employees.

Leaders need to be a constant source of motivation. Your team should come to you to recharge their batteries, not leave feeling more drained. Pay attention their needs.

LECTURE-14

Definition of 'Human Resource Planning - HRP'

The ongoing process of systematic planning to achieve optimum use of an organization's most valuable asset - its human resources. The objective of human resource (HR) planning is to ensure the best fit between employees and jobs, while avoiding manpower shortages or surpluses. The three key elements of the HR planning process are forecasting labor demand, analyzing present labor supply, and balancing projected labor demand and supply.

Human Resource Planning is the process of systematically forecasting the future demand and supply for employees and the deployment of their skills within the strategic objectives of the organization. Human resources planning is a process that identifies current and future human resources needs for an organization to achieve it goals. It responds to the importance of business strategy and planning in order to ensure the availability and supply of people--both in number and quality. Human Resources planning serve as a link between human resources management and the overall strategic plan of an organization.

Planning Process

The planning processes of most organizations define what will be accomplished within a given time frame, along with the numbers and types of human resources that will be needed to achieve the defined business goals. This is typically accomplished by defining competencies that are required by workers to achieve business goals, matching people with these competencies to the right tasks, and assessing the overall process for progress and improvement.

Competencies

Competency-based management supports the integration of human resources planning with business planning by allowing organizations to assess the current human resource capacity based on employees' current skills and abilities. These skills and abilities are measured against those needed to achieve the vision, mission and business goals of the organization. If the available people lack necessary competencies, the organization plans how it will develop them.

Planning to Develop Competencies

Targeted human resource strategies, plans, and programs to address gaps in the organization's workforce are designed, developed and implemented to close the gaps. Plans and programs can include:

· targeted hiring/staffing

· employee learning and education

· career development

· succession management

Evaluation and Improvement

These strategies and programs are monitored and evaluated on a regular basis to ensure that they are moving the organization in the desired direction, including closing employee competency gaps. Corrections are then made as needed.

The strategic HR planning process

The strategic HR planning process has four steps:

· Assessing the current HR capacity

· Forecasting HR requirements

· Gap analysis

· Developing HR strategies to support organizational strategies

Assessing current HR capacity
Based on the organization's strategic plan, the first step in the strategic HR planning process is to assess the current HR capacity of the organization. The knowledge, skills and abilities of your current staff need to be identified. This can be done by developing a skills inventory for each employee.

The skills inventory should go beyond the skills needed for the particular position. List all skills each employee has demonstrated. For example, recreational or volunteer activities may involve special skills that could be relevant to the organization. Education levels and certificates or additional training should also be included.

An employee's performance assessment form can be reviewed to determine if the person is ready and willing to take on more responsibility and to look at the employee's current development plans.

Forecasting HR requirements
The next step is to forecast HR needs for the future based on the strategic goals of the organization. Realistic forecasting of human resources involves estimating both demand and supply. Questions to be answered include:

· How many staff will be required to achieve the strategic goals of the organization?

· What jobs will need to be filled?

· What skill sets will people need?

When forecasting demands for HR, you must also assess the challenges that you will have in meeting your staffing need based on the external environment. To determine external impacts, you may want to consider some of the following factors:

· How does the current economy affect our work and our ability to attract new employees?

· How do current technological or cultural shifts impact the way we work and the skilled labor we require?

· What changes are occurring in the Canadian labor market?

· How is our community changing or expected to change in the near future?

· To read more about the changing labor force and why it matters to non-profit employers, go to the Diversity at Work section of the HR Toolkit:

· Why diversity at work matters

Gap analysis
The next step is to determine the gap between where your organization wants to be in the future and where you are now. The gap analysis includes identifying the number of staff and the skills and abilities required in the future in comparison to the current situation. You should also look at all your organization's HR management practices to identify practices that could be improved or new practices needed to support the organization's capacity to move forward. Questions to be answered include:

· What new jobs will we need?

· What new skills will be required?

· Do our present employees have the required skills?

· Are employees currently in positions that use their strengths?

· Do we have enough managers/supervisors?

· Are current HR management practices adequate for future needs?

Developing HR strategies to support organizational strategies
There are five HR strategies for meeting your organization's needs in the future:

· Restructuring strategies

· Training and development strategies

· Recruitment strategies

· Outsourcing strategies

· Collaboration strategies

1. Restructuring strategies
This strategy includes:

· Reducing staff either by termination or attrition

· Regrouping tasks to create well designed jobs

· Reorganizing work units to be more efficient

If your assessment indicates that there is an oversupply of skills, there are a variety of options open to assist in the adjustment. Termination of workers gives immediate results. Generally, there will be costs associated with this approach depending on your employment agreements. Notice periods are guaranteed in all provinces. Be sure to review the employment and labour standards in your province or territory to ensure that you are compliant with the legislation.

2. Training and development strategies
This strategy includes:

· Providing staff with training to take on new roles

· Providing current staff with development opportunities to prepare them for future jobs in your organization

Training and development needs can be met in a variety of ways. One approach is for the employer to pay for employees to upgrade their skills. This may involve sending the employee to take courses or certificates or it may be accomplished through on-the-job training. Many training and development needs can be met through cost effective techniques. See the HR Toolkit section on Learning, Training and Development for more information.

3. Recruitment strategies
This strategy includes:

· Recruiting new staff with the skill and abilities that your organization will need in the future

· Considering all the available options for strategically promoting job openings and encouraging suitable candidates to apply

For strategic HR planning, each time you recruit you should be looking at the requirements from a strategic perspective. Perhaps your organization has a need for a new fundraiser right now to plan special events as part of your fundraising plan. However, if your organization is considering moving from fundraising through special events to planned giving, your recruitment strategy should be to find someone who can do both to align with the change that you plan for the future.

4. Outsourcing strategies
This strategy includes:

Using external individuals or organizations to complete some tasks

Many organizations look outside their own staff pool and contract for certain skills. This is particularly helpful for accomplishing specific, specialized tasks that don't require ongoing full-time work.

Some organizations outsource HR activities, project work or bookkeeping. For example, payroll may be done by an external organization rather than a staff person, a short term project may be done using a consultant, or specific expertise such as legal advice may be purchase from an outside source.

When deciding to outsource to an individual, ensure you are not mistakenly calling an employee a consultant. This is illegal and can have serious financial implications for your organization. To understand the differences between employees and self-employed people, visit the Canada Revenue Agency's website.

Each outsourcing decision has implications for meeting the organization's goals and should therefore be carefully assessed.

5. Collaboration strategies
Finally, the strategic HR planning process may lead to indirect strategies that go beyond your organization. By collaborating with other organizations you may have better success at dealing with a shortage of certain skills.

Types of collaboration could include:

· Working together to influence the types of courses offered by educational institutions

· Working with other organizations to prepare future leaders by sharing in the development of promising individuals

· Sharing the costs of training for groups of employees

· Allowing employees to visit other organizations to gain skills and insight

LECTURE-15

Employee retention refers to the ability of an organization to retain its employees. Employee retention can be represented by a simple statistic (for example, a retention rate of 80% usually indicates that an organization kept 80% of its employees in a given period). However, many consider employee retention as relating to the efforts by which employers attempt to retain employees in their workforce. In this sense, retention becomes the strategies rather than the outcome.

A distinction should be drawn between low performing employees and top performers, and efforts to retain employees should be targeted at valuable, contributing employees. Employee turnover is a symptom of a deeper issue that has not been resolved. These deeper issues may include low employee morale, absence of a clear career path, lack of recognition, poor employee-manager relationships or many other issues. A lack of satisfaction and commitment to the organization can also cause an employee to withdraw and begin looking for other opportunities. Pay does not always play as large a role in inducing turnover as is typically believed. 
In a business setting, the goal of employers is usually to decrease employee turnover, thereby decreasing training costs, recruitment costs and loss of talent and organizational knowledge. By implementing lessons learned from key organizational behavior concepts employers can improve retention rates and decrease the associated costs of high turnover. However, this isn't always the case. Employers can seek "positive turnover" whereby they aim to maintain only those employees who they consider to be high performers.
Employee retention is the practice of reducing turnover of employees in an organization. A distinction should be drawn between low performing employees and top performers, and efforts to retain employees should be targeted at valuable, contributing employees. Employee turnover is a symptom of a deeper issue that has not been resolved. These deeper issues may include low employee morale, absence of a clear career path, lack of recognition, poor employee-manager relationships or many other 
issues. A lack of satisfaction and commitment to the organization can also cause an employee to withdraw and begin looking for other opportunities. Pay does not always play as large a role in inducing turnover as is typically believed

It is important to first pinpoint the root cause of the retention issue before implementing a program to address it. Once identified, a program can be tailored to meet the unique needs of the organization. A variety of programs exist to help increase employee retention.

Career Development – It is important for employees to understand their career path within an organization to motivate them to remain in the organization to achieve their personal career goals. Through surveys, discussion and classroom instruction, employees can better understand their goals for personal development. With these developmental goals in mind, organizations can offer tailored career development opportunities to their employees.

Executive Coaching – Executive coaching can be used to build competencies in leaders within an organization. Coaching can be useful in times of organizational change, to increase a leader’s effectiveness or to encourage managers to implement coaching techniques with peers and direct reports. The coaching process begins with an assessment of the individual’s strengths and opportunities for improvement. The issues are then prioritized and interventions are delivered to target key weaknesses. Assistance is then provided to encourage repeated use of newly acquired skills.

Motivating Across Generations - Today’s workforce includes a diverse population of employees from multiple generations. As each generation holds different expectations for the workplace, it is important to understand the differences between these generations regarding motivation and engagement. Managers, especially, must understand how to handle the differences among their direct reports.

Orientation and On Boarding – An employee’s perception of an organization takes shape during the first several days on the job. It is in the best interest of both the employee and the organization to impart knowledge about the company quickly and effectively to integrate the new employee into the workforce. By implementing an effective on boarding process, short-term turnover rates will decrease and productivity will increase.

Women’s Retention Programs – Programs such as mentoring, leadership development and networking that are geared specifically toward women can help retain top talent and decrease turnover costs. By implementing programs to improve work/life balance, employees can be more engaged and productive while at work. 
Employee Surveys – By surveying employees, organizations can gain insight into the motivation, engagement and satisfaction of their employees. It is important for organizations to understand the perspective of the employee in order to create programs targeting any particular issues that may impact employee retention.

Exit Interviews – By including exit interviews in the process of employee separation, organizations can gain valuable insight into the workplace experience. Exit interviews allow the organization to understand the triggers of the employee’s desire to leave as well as the aspects of their work that they enjoyed. The organization can then use this information to make necessary changes to their company to retain top talent. Exit interviews must, however, ask the right questions and elicit honest responses from separating employees to be effective.

Employee Retention Consultants – An employee retention consultant can assist organizations in the process of retaining top employees. Consultants can provide expertise on how to best identify the issues within an organization that are related to turnover. Once identified, a consultant can suggest programs or organizational changes to address these issues and may also assist in the implementation of these programs or changes

For organizations and employers, understanding the environment is the first step to developing a long-term retention strategy. Organizations should understand why employees join, why they stay and why they leave an organization. This join, stay, leave model is akin to a three-legged stool, meaning that without data on all three, organizations will be unsuccessful in implementing a proper retention strategy.

Why employees join- The attractiveness of the position is usually what entices employees to join an organization. However, recruiting candidates only half the problem while retaining employees is another. High performing employees are more likely to retain when they are given a realistic job previews. Organizations that attempt to oversell the position or company are only contributing to their own detriment when employees experience a discord between the position and what they were initially told. To assess and maintain retention, employers should mitigate any immediate conflicts of misunderstanding in order to prolong the employee’s longevity with the organization. New-hire surveys can help to identify the breakdowns in trust that occur early on when employees decide that the job was not necessarily what they envisioned.
Why employees stay- Understanding why employees stay with an organization is equally as important to understanding why employees choose to leave. Recent studies have suggested that as employees participate in their professional and community life, they develop a web of connections and relationships. These relationships prompt employees to become more embedded in their jobs and by leaving a job; this would severe or rearrange these social networks. The more embedded employees are in an organization, the more they are likely to stay.http://www.shrm.org/templatestools/toolkits/pages/managingforemployeeretention.aspx ad-itionally, the extent to which employees experience fit between themselves at their job, the lesser chance they will search elsewhere. Organizations can ascertain why employees stay by conducting stay interviews with top performers. A stay survey can help to take the pulse of an organization’s current work environment and its impact on their high performing employees. Employers that are concerned with over-using stay interviews can achieve the same result by favoring an on-going dialogue with employees and asking them critical questions pertaining to why they stay and what their goals are.
Why employees leave- By understanding the reasons behind why employees leave, organizations can better cater to their existing workforce and influence these decisions in the future. Often times, it is low satisfaction and commitment that initiates the withdrawal process, which includes thoughts of quitting in search of more attractive alternatives. If administered correctly, exit interviews can provide a great resource to why employees leave. Typically, employees are stock in their responses because they fear being reprimanded or jeopardizing any potential future reference.[9] The most common reasons for why employees leave are better pay, better hours and better opportunity. These typical answers for leaving often signal a much deeper issue that employers should investigate further into. By asking relevant questions and perhaps utilizing a neutral third party provider to conduct the interview, employers can obtain more accurate and quantifiable data. Contrary to what most organizations believe, employees often leave due to relationships with manager and/or treatment of employees and not compensation, as this is often a response that employees are uncomfortable expressing to their organization directly.[10] Retention Diagnostic is a rapid benchmarking process that identifies the costs and can help uncover what affects employee loyalty, performance and engagement.
By focusing on the fundamentals, organizations can go a long way towards building a high-retention workplace. Organizations can start by defining their culture and identifying the types of individuals that would thrive in that environment. Organizations should adhere to the fundamental new hire orientation and on boarding plans. Attracting and recruiting top talent requires time, resources and capital. However, these are all wasted if employees are not positioned to succeed within the company. Research has shown that an employee’s first 10 days are critical because the employee is still adjusting and getting acclimated to the organization. Companies retain good employees by being employers of choice.

Recruitment- Presenting applicants with realistic job previews during the recruitment process have a positive effect on retaining new hires. Employers that are transparent about the positive and negative aspects of the job, as well as the challenges and expectations are positioning themselves to recruit and retain stronger candidates. 
Selection- There is plethora of selection tools that can help predict job performance and subsequently retention. These include both subjective and objective methods and while organizations are accustomed to using more subjective tools such as interviews, application and resume evaluations, objective methods are increasing in popularity. For example, utilizing biographical data during selection can be an effective technique. Biodata empirically identifies life experiences that differentiate those who stay with an organization and those who quit. Life experiences associated with employees may include tenure on previous jobs, education experiences, and involvement and leadership in related work experiences.
Socialization- Socialization practices delivered via a strategic on boarding and assimilation program can help new employees become embedded in the company and thus more likely to stay. Research has shown that socialization practices can help new hires become embedded in the company and thus more likely to stay. These practices include shared and individualized learning experiences, activities that allow people to get to know one another. Such practices may include providing employees with a role model, mentor or trainer or providing timely and adequate feedback. 
Training and development- Providing ample training and development opportunities can discourage turnover by keeping employees satisfied and well-positioned for future growth opportunities. In fact, dissatisfaction with potential career development is one of the top three reasons employees (35%) often feel inclined to look elsewhere. if employees are not given opportunities to continually update their skills, they are more likely to leave. Those who receive more training are less likely to quite than those who receive little or no training. Employers that fear providing training will make their employees more marketable and thus increase turnover can offer job specific training, which is less transferable to other contexts. Additionally, employers can increase retention through development opportunities such as allowing employees to further their education and reimbursing tuition for employees who remain with the company for a specified amount of time.
Compensation and rewards- Pay levels and satisfaction are only modest predictors of an employee’s decision to leave the organization; however organizations can lead the market with a strong compensation and reward package as 53% of employees often look elsewhere because of poor compensation and benefits. Organizations can explicitly link rewards to retention (i.e. vacation hours to seniority, offer retention Bonus payments or Employee stock options, or define benefit plan payouts to years of services) Research has shown that defined compensation and rewards as associated with longer tenure. Additionally, organizations can also look to intrinsic rewards such as increased decision-making autonomy. 
Effective Leaders- An employee’s relationship with his/her immediately ranking supervisor or manager is equally important to keeping to making an employee feel embedded and valued within the organization. Supervisors need to know how to motivate their employees and reduce cost while building loyalty in their key people. Managers need to reinforce employee productivity and open communication, to coach employees and provide meaningful feedback and inspire employees to work as an effective team. In order to achieve this, organizations need to prepare managers and supervisors to lead and develop effective relationships with their subordinates. Executive Coaching can help increase an individual’s effectiveness as a leader as well as boast a climate of learning, trust and teamwork in an organization. To encourage supervisors to focus on retention among their teams, organizations can incorporate retention metric into their organization’s evaluation.

Employee Engagement- Employees who are satisfied with their jobs, enjoy their work and the organization, believe their job to be more important, take pride in the company and feel their contributions are impactful are five times less likely to quit than employees who were not engaged. Engaged employees give their companies crucial competitive advantages, including higher productivity and lower employee turnover.

LECTURE-16

Conflict is omnipresent in all organizations and is of special concern for public administrators. Schattschneider (1975, p. 5) characterizes conflict as positive in arguing that ...a free society maximizes the contagion of conflict.., but others bemoan disputes of any nature assuming that conflict associates with performance and productivity problems. Research on the nature of conflict and organization draws from a variety of disciplines, focuses on diverse levels of analysis, and addresses a plethora of issues: from broader social and political disputes, cultural conflict, interpersonal relationships in organizations, to bullying and other forms of workplace incivility. Because the foundation of conflict studies is broad and eclectic, the dispersal of knowledge in conflict studies probably is uneven. 
 The ability to successfully minimize and resolve conflict is an important skill for school administrators to develop.  A major reason for this is that administrators are faced with the classic confrontation between individual needs and organizational needs, requiring them to spend a major part of their time attempting conflict mediation.  The "appropriate" management strategy in a given situation requires accurate identification of both the conflict origin and participants, and their relationships, in order to apply the most effective resolution technique.  Ideally, this technique must reduce the dysfunctional dimension of conflict so as to capitalize on its functionality for the good of all concerned.  Since conflict is inevitable in schools, administrators must be prepared to deal with it, not necessarily from the point of view of elimination, but rather to derive the greatest possible benefits there from.  Consequently, conflict anticipation and detection should always constitute the first two phases of good conflict management.  That is, pro-action rather than reaction should be the motto!

 To this end, effective conflict management should reflect the advice offered by Mary Parker Follett some sixty years ago.  She argued that one ought not to conceive conflict as a wasteful outbreak of incompatibilities, but a normal process whereby socially valuable differences register themselves for the enrichment for all concerned.  Three methods were advanced for dealing with conflict of which only integration was strongly advocated.  These included: domination, whereby there is a victory of one side over the other (a win-lose situation); compromise, whereby each side gives up something in the process (a lose-lose situation); and integration, whereby each side refocuses their efforts so that neither side loses anything and in fact each gains (a win-win situation).

 Clearly, Follett believed that domination should be avoided at all costs.  Although application of this strategy requires little effort on the part of the administrator, the long term side effects can be devastating.  Compromise carries with it the assumption that both parties will be happy because each will gain something, but each loses something as well and this in turn creates the potential for further conflict.  Integration was favored simply because if both parties can become satisfied there will remain no issue or problem - obviously an ideal situation not easily attained.

 Strategies for conflict resolution will also vary according to the different philosophical bases of those involved.  Generally, these bases encompass the win-lose, lose-lose and win-win approaches to conflict resolution.

 Win-lose is too often overused as a strategy for solving conflicts.  Whereas these methods include the use of mental or physical power to bring about compliance, a lose-lose approach will also leave no one entirely happy.  Compromise, side payments and submission of the issue to a neutral third party, as in the arbitration procedure, constitute examples of this latter approach.  Arbitration resolves issues at some middle-ground between the positions held by the disputants such that while each disputant gains something the outcome is rarely satisfying to either side.  The win-win approach is now becoming more popular although it is still misunderstood by many administrators.  This method yields solutions satisfactory to all in that each party to the conflict wins something, and the conflict is therefore resolved constructively.  It could be suggested that important conflicts tend to be best managed with positive-sum (win-win) strategies, while more trivial issues merit no more than zero-sum (win-lose/lose-lose) strategies, with most situations calling for mixed modes (no win-no lose).

 An important point must be borne in mind when attempting to deal effectively with organizational conflict, namely, that any one method will not apply to all situations or all personalities.  Given the various approaches to conflict management currently in existence, a major question becomes 'Which approach is best?" While it appears that the integrated (collaborative) procedure has the most to offer, each of the other approaches can also be effective in selected circumstances.  Perhaps in our pursuit of conflict management strategies we would be well advised to heed the warning given by Bailey (1971): "Any administrator who assumes that he can use the same technique or style in resolving conflicts that emanate respectively from subordinate conflicts, super ordinate conflicts and lateral conflicts is either a genius or a fool".
 In general, it can be concluded that conflict has been effectively managed when it no longer interferes with the ongoing activities of those involved.  Conflict management is therefore the process of removing cognitive barriers to agreement (Greenhalgh, 1986).  Depending on the situation, conflict management techniques often focus on changing structure, changing process or both.  Sometimes structural modifications are not very creative, and the response to conflict is simply more rules and hardening of the role structure.  Such efforts can improve the situation outwardly but not without consequences, for as Sanford (1964) states: "the hardening of the role structure which is an organization's best defence against the inroads of individual irrationality gives equal protection against failing and against success".
Hanson (1991) suggests administrator awareness of the various tactics of conflict management.  Naturally the tactics selected will depend on the force driving the conflict.  One of the most common forces is scarce resources.  Effective management of scarce resources and the ability to expand the resource base whenever possible are important to management.  Establishing an appeals system which provides the right of formal redress to a superior in the organization is also an excellent means of treating conflict associated with disputes at lower hierarchical levels.  To cope with the bureaucratic constraints of the hierarchy or perceived favoritism, some institutions have adopted an ombudsman approach.

 Occasionally the most appropriate tactic involves changing the degree of interaction between conflicting parties.  If the basis of conflict is lack of trust or suspicion of motives, an effective approach is to bring the parties together and let them get to know each other.  However, if the conflict is rooted in differences in principle, increased interaction could exacerbate the situation.  Too, modifying the reward system can be effective if inequity in extrinsic or intrinsic rewards is the cause of conflict.  Whenever possible, eliminate zero-sum rewards, reward performance as well as rank, and establish evaluations that reward preventive contributions rather than success in finding errors.

 When units such as departments, programmes, etc. are in conflict because of struggles for policy control or resources, they are usually operating in their own self-interests.  In these instances, mergers should be considered, since this modification creates a struggle for the common good.  There may also be occasions when breaking up a unit facilitates smoother working relationships.

 To decrease task ambiguity, various role clarification procedures can be used.  This involves gathering those people who interact with a particular role and defining through dialogue and debate their responsibilities and duties.  A neutral third party can also help establish the confidence, atmosphere of good will, and emotional support to bring a degree of otherwise missing rationality to the decision making process.

 Finally, for the good of order, an administrator can occasionally attempt to redirect the tensions and conflictive behaviors towards him/her as a means of clearing the atmosphere and enabling more productive actions to take place at lower levels.  Being a conflict sponge is not easy, since the process merely redirects the heat in the direction of the administrator.

 There is no shortage of proposed approaches for managing conflict in an organizational setting.  These approaches are often portrayed on a continuum with flight ("I'm catching the first bus out of town!") and fight ("Fire the trouble maker!") at the extremes.  Obviously neither extreme is satisfactory since a win-lose orientation to conflict is present, characterized by the fact that contesting parties view their interests to be mutually exclusive.  Hence, parties to the conflict come to believe that the issue can be settled in only one of three ways: (1) a power struggle, (2) intervention by a third party who possesses some sort of power greater than either of them, or (3) fate.  Clearly, an effective approach to conflict management commonly referred to as the contingency approach lies somewhere between these extremes.

This approach to conflict management is predicated upon the idea that diagnosis of the situation is necessary as a basis of action.  The contingency view is that there is not one best way of managing conflict under all conditions, but that there are optimal ways of managing it under certain conditions (Owens, 1987).  An important aspect of conflict management, then, is to consider (a) alternative ways of managing conflict and (b) the kinds of situations in which each of these various alternatives might be expected to be the most effective. 

 Thomas (1976) provides what might be considered one of the most useful models of conflict management utilizing the contingency approach to conflict diagnosis.  This typology examines five styles of conflict management.  Two basic dimensions of behavior that can produce conflict are identified: attempting to satisfy one's own concerns (organizational demands in the case of administrators) and attempting to satisfy others' concerns (individual needs of the members).  From this analysis, five major perspectives are identified which may be used in conceptualizing conflict and behaviors commonly associated with those perspectives.  These perspectives/management styles are identified as avoidance, compromise/sharing, competition/ domination, accommodation and collaboration/integration.

 Avoidance is often a form of flight suggesting indifference, evasion, withdrawal, or isolation.  Being unassertive and uncooperative can also represent a delay tactic. Compromise/sharing involves splitting the difference or giving up something to get something. Competition/domination frequently means a desire to win at the other's expense.  It is a win-lose power struggle where the opinions and interests of others are of little concern.  Accommodation can be an appeasement or submission to others at your own expense.  On occasion it can represent generosity, while at other times it might mean conserving energy and resources by giving up a few battles in order to win the war.  Finally, collaboration/integration represents a desire to fully satisfy the interests of both parties.  It is a mutually beneficial stance based on trust and problem solving.

 Thomas (1976) proposes that each of the five management styles identified may be effective depending on the situation.  In fact, he matches the five conflict management styles with the appropriate situation as follows:

Avoidance
- When the issue is trivial 
- When the costs outweigh the benefits of resolution 
- To let the situation cool down 
- When getting more information is imperative 
- When others can solve the problem more effectively 
- When the problem is a symptom rather than a cause

Compromise/sharing
- When the objectives are important, but not worth the effort or potential disruption likely to result from assertive behavior 
- When there is a "standoff" 
- To gain temporary settlements to complex problems 
- To expedite action when time is important 
- When collaboration or competition fails

Competition/domination
- When quick, decisive action is essential, as in emergencies 
- When critical issues require unpopular action, as in cost cutting 
- When issues are vital to the welfare of the organization 
- Against individuals who take unfair advantage of others

Accommodation
- When you find you have made a mistake 
- When the issues are more important to others 
- To build good will for more important matters 
- To minimize losses when defeat is inevitable 
- When harmony and stability are particularly important 
- To allow subordinates a chance to learn from their mistakes

Collaboration/integration
- When both sets of concerns are so important that only an integrative solution is acceptable; compromise is unsatisfactory 
- When the goal is to learn 
- To integrate insights from individuals with different perspectives 
- When consensus and commitment are important 
- To break through ill feelings that have hindered relationships (pp. 101, 102). 
 

Conclusion
 In conclusion, it should be noted that conflict is a reality that crosses all organizational boundaries to affect individuals, groups and disciplines.  It can initiate productive change and vitality or it can lead to the demise of an organization.  The resultant consequence of conflict will inevitably be determined by how well it was managed.

 It has been demonstrated that conflict is inevitable within our schools.  In order to manage it as a creative resource, administrators must recognize that conflict exists, and bring it out into the open so that the issue can be effectively dealt with.  Understanding conflict will enable administrators to deal more effectively with the problems of organizational efficiency, stability, governance, change and effectiveness.  Not only should administrators endeavor to understand conflict, but they must also be careful not to fall into the trap of viewing it from a negative perspective.  Handled properly through an appropriate conflict management style, conflict can enhance administrator’s efforts in reaching school goals.  For administrators who realistically confront it, conflict can represent a dynamic force which facilitates organizational growth, change, adaptation and survival.  Perhaps this positive perspective on conflict can best be summed up in the words of Mary Parker Follett when she said: "it is to be hoped that ... we shall always have conflict, the kind which leads to invention, to the emergence of new values"

LECTURE-17

Having ways to check on your progress (monitoring) and take stock of where things are at on a regular basis (evaluation), are important for your group to function effectively. Monitoring and evaluation are critical for taking stock of progress and for helping to ‘learn as we go’.  Monitoring and evaluation can help groups to identify issues, measure success and learn from any mistakes.  This notion is closely linked to the ‘learning’ principle of successful community conservation projects.

You can use this worksheet for step-by-step guidance on how to plan your evaluation.  Work through the questions, fill in the worksheet as you go and refer back to these sections for ideas.

Monitoring

Monitoring is the systematic gathering and analyzing of information that will help measure progress on an aspect of your project.  Ongoing checks against progress over time may include monitoring water quality in a catchment or monetary expenditure against the project budget.   Monitoring is not evaluation as such but is usually a critical part of your evaluation process and should therefore be included at your project planning stage. 

Before undertaking any monitoring it is important to consider:

· Why you want to monitor

· What you will monitor

· Key features of effective monitoring

Monitoring
Keeping records and monitoring activities helps people see progress and builds a sense of achievement.  Records can be useful and even essential when promoting the group or applying for funding.

Monitoring also has significance for the wider field of conservation.  Ecosystem monitoring is not a fully developed science, so any work undertaken by your group has the potential to contribute to the refinement of measures of ecosystem health.

The following list of questions will help you decide on your monitoring objectives:

· What information will help us make informed decisions? What will help us know that our project/group is on track?

· What’s the appropriate scale for monitoring e.g. catchment, district, reserve boundary, whole forest or whole ecosystem?

· What are our timeframes for monitoring e.g. days, months or years?

· Do we need input from other groups or agencies?

Features of effective monitoring

Monitoring can be considered to be effective when:

· Scientifically valid techniques are used.

· Aspects relevant to your project are measured.

· It’s carried out regularly and consistently.

· Accurate records are kept.

· It is used as part of your evaluation to support or adjust project goals and actions. 

Evaluation

Evaluation provides an opportunity to reflect and learn from what you’ve done, assess the outcomes and effectiveness of a project and think about new ways of doing things.  In other words, it informs your future actions. 

Evaluation should ideally be factored into your initial project planning (see setting your direction).  When you are setting your vision, goals and actions, you need to be considering how and when you’ll check your progress against them.   You may decide that you will:

· Refine your project as you go, so that evaluation is part of your regular project activities.

· Evaluate the project at agreed milestones e.g. on a yearly basis or after major activities.

· Carry out an initial baseline exercise against which you compare progress at the end of the project.

To ensure your evaluation is effective, it is important to consider:

· Your purpose - what to evaluate

· Your approach - how to evaluate

Once evaluation data has been gathered and analyzed, remember to check your conclusions against your goals and objectives.  Make sure you put your results into practice - take them on board and use them to influence how you work! 

Your purpose - what to evaluate

When designing your evaluation, make sure you’re clear about your purpose.  It’s helpful to determine what questions you want answered - make sure everything you ask or investigate during evaluation relates back to these questions. 

As a first step, decide what it is that’s important to evaluate.  It might just be finding out what worked and what didn’t, so you can improve things.  It might be more specific, such as the extent to which your project is achieving the outcomes set for it (in most cases, these will be conservation outcomes), how well organised you are or whether you met the expectations of sponsors.

Your approach - how to evaluate

There are many different ways to evaluate your project, depending on what your purpose is.  However, it’s important to make sure the evaluation process involves valid and sound methods for information gathering and analysis.  This doesn’t mean you need to go to great expense but requires that you be clear about the methods involved. 

A small project, for example, could be evaluated using a well-structured workshop at an evening meeting attended by all project partners.  In comparison, a large, expensive multi-year project might warrant employing a specialist or at least getting their help with the evaluation design.

The Reviewing events or group progress section in the Seeds to Success toolkit provides information on different evaluation methods for community events and reviewing progress as a group.

LECTURE-18

Delegation (or passing down) is the partnership of authority and not responsibility to another person (normally from a manager to a subordinate) to carry out specific activities. It is one of the core concepts of management leadership. However, the person who delegated the work remains accountable for the outcome of the delegated work. Delegation empowers a subordinate to make decisions, i.e. it is a shift of decision-making authority from one organizational level to a lower one. Delegation, if properly done, is not abdication. The opposite of effective delegation is micromanagement, where a manager provides too much input, direction, and review of delegated work. In general, delegation is good and can save money and time, help in building skills, and motivate people. Poor delegation, on the other hand, might cause frustration and confusion to all the involved parties. Some agents however do not favor a delegation and consider the power of making a decision rather burdensome.
Delegation is one of the most important management skills. These logical rules and techniques will help you to delegate well (and will help you to help your manager when you are being delegated a task or new responsibility - delegation is a two-way process!). Good delegation saves you time, develops you people, grooms a successor, and motivates. Poor delegation will cause you frustration, demotivates and confuses the other person, and fails to achieve the task or purpose itself. So it's a management skill that's worth improving. Here are the simple steps to follow if you want to get delegation right, with different levels of delegation freedom that you can offer.

This delegation skills guide deals with general delegation principles and process, which is applicable to individuals and teams, or to specially formed groups of people for individual projects (including 'virtual teams').

Delegation is a very helpful aid for succession planning, personal development - and seeking and encouraging promotion. It's how we grow in the job - delegation enables us to gain experience to take on higher responsibilities.

Delegation is vital for effective leadership. See the leadership tips and leadership theories WebPages for guidance and explanation of how delegation enables and increases leadership effectiveness.

Effective delegation is crucial for management and leadership succession. For the successor, and for the manager or leader too: the main task of a manager in a growing thriving organization is ultimately to develop a successor. When this happens everyone can move on to higher things. When it fails to happen the succession and progression becomes dependent on bringing in new people from outside.

Delegation can be used to develop your people and yourself - delegation is not just a management technique for freeing up the boss's time. Of course there is a right way to do it. These delegation tips and techniques are useful for bosses - and for anyone seeking or being given delegated responsibilities.

As a giver of delegated tasks you must ensure delegation happens properly. Just as significantly, as the recipient of delegated tasks you have the opportunity to 'manage upwards' and suggest improvements to the delegation process and understanding - especially if your boss could use the help.

Managing the way you receive and agree to do delegate tasks is one of the central skills of 'managing upwards'. Therefore while this page is essentially written from the manager's standpoint, the principles are just as useful for people being managed.

 

Delegation and SMART, or SMARTER

A simple delegation rule is the SMART acronym, or better still, SMARTER. It's a quick checklist for proper delegation. Delegated tasks must be:

· Specific

· Measurable

· Agreed

· Realistic

· Time bound

· Ethical

· Recorded

 The Steps of Successful Delegation
 

1 Define the task

Confirm in your own mind that the task is suitable to be delegated. Does it meet the criteria for delegating?

2 Select the individual or team

What are your reasons for delegating to this person or team? What are they going to get out of it? What are you going to get out of it?

3 Assess ability and training needs

Is the other person or team of people capable of doing the task? Do they understand what needs to be done. If not, you can't delegate.

4 Explain the reasons

You must explain why the job or responsibility is being delegated. And why to that person or people? What is its importance and relevance? Where does it fit in the overall scheme of things?

5 State required results

What must be achieved? Clarify understanding by getting feedback from the other person. How will the task be measured? Make sure they know how you intend to decide that the job is being successfully done.

6 Consider resources required

Discuss and agree what is required to get the job done. Consider people, location, premises, equipment, money, materials, other related activities and services.

7 Agree deadlines

When must the job be finished? Or if an ongoing duty, when are the review dates? When are the reports due? And if the task is complex and has parts or stages, what are the priorities?

At this point you may need to confirm understanding with the other person of the previous points, getting ideas and interpretation. As well as showing you that the job can be done, this helps to reinforce commitment.

Methods of checking and controlling must be agreed with the other person. Failing to agree this in advance will cause this monitoring to seem like interference or lack of trust.

8 Support and communicate

Think about who else needs to know what's going on, and inform them. Involve the other person in considering this so they can see beyond the issue at hand. Do not leave the person to inform your own peers of their new responsibility. Warn the person about any awkward matters of politics or protocol. Inform your own boss if the task is important, and of sufficient profile.

9 Feedback on results

It is essential to let the person know how they are doing, and whether they have achieved their aims. If not, you must review with them why things did not go to plan, and deal with the problems. You must absorb the consequences of failure, and pass on the credit for success.

 

Levels of delegation 

Delegation isn't just a matter of telling someone else what to do. There is a wide range of varying freedom that you can confer on the other person. The more experienced and reliable the other person is, then the more freedom you can give. The more critical the task then the more cautious you need to be about extending a lot of freedom, especially if your job or reputation depends on getting a good result. Take care to choose the most appropriate style for each situation. For each example the statements are simplified for clarity; in reality you would choose a less abrupt style of language, depending on the person and the relationship. At the very least, a "Please" and "Thank-you" would be included in the requests.

It's important also to ask the other person what level of authority they feel comfortable being given. Why guess? When you ask, you can find out for sure and agree this with the other person. Some people are confident; others less so. It's your responsibility to agree with them what level is most appropriate, so that the job is done effectively and with minimal unnecessary involvement from you. Involving the other person in agreeing the level of delegated freedom for any particular responsibility is an essential part of the 'contract' that you make with them.

These levels of delegation are not an exhaustive list. There are many more shades of grey between these black-and-white examples. Take time to discuss and adapt the agreements and 'contracts' that you make with people regarding delegated tasks, responsibility and freedom according to the situation.

Be creative in choosing levels of delegated responsibility, and always check with the other person that they are comfortable with your chosen level. People are generally capable of doing far more than you imagine.

The rate and extent of responsibility and freedom delegated to people is a fundamental driver of organizational growth and effectiveness, the growth and well-being of your people, and of your own development and advancement.

LECTURE-19

A learning organization is the term given to a company that facilitates the learning of its members and continuously transforms itself. Learning organizations develop as a result of the pressures facing modern organizations and enables them to remain competitive in the business environment.[2] A learning organization has five main features; systems thinking, personal mastery, mental models, shared vision and team learning. The Learning organization concept was coined through the work and research of Peter Senge and his colleagues [4] . It encourages organizations to shift to a more interconnected way of thinking. Organizations should become more like communities that employees can feel a commitment to. They will work harder for an organization they are committed to.
Organizations do not organically develop into learning organizations; there are factors prompting their change. As organizations grow, they lose their capacity to learn as company structures and individual thinking becomes rigid. When problems arise, the proposed solutions often turn out to be only short term (single loop learning) and re-emerge in the future. To remain competitive, many organizations have restructured, with fewer people in the company. This means those who remain need to work more effectively.Argyris To create a competitive advantage, companies need to learn faster than their competitors and to develop a customer responsive culture.  identified that organizations need to maintain knowledge about new products and processes, understand what is happening in the outside environment and produce creative solutions using the knowledge and skills of all within the organization. This requires co-operation between individuals and groups, free and reliable communication, and a culture of trust.

There is a multitude of definitions of a learning organization as well as their typologies. According to Peter Senge, a learning organization exhibits five main characteristics: systems thinking, personal mastery, mental models, a shared vision, and team learning.

Systems Thinking: The idea of the learning organization developed from a body of work called systems thinking. This is a conceptual framework that allows people to study businesses as bounded objects. Learning organizations use this method of thinking when assessing their company and have information systems that measure the performance of the organization as a whole and of its various components. Systems thinking states that all the characteristics must be apparent at once in an organization for it to be a learning organization. If some of these characteristics are missing then the organization will fall short of its goal. However O’Keeffe believes that the characteristics of a learning organization are factors that are gradually acquired, rather than developed simultaneously.

Personal Mastery. The commitment by an individual to the process of learning is known as personal mastery. There is a competitive advantage for an organization whose workforce can learn more quickly than the workforce of other organizations. Individual learning is acquired through staff training and development; however learning cannot be forced upon an individual who is not receptive to learning. Research shows that most learning in the workplace is incidental, rather than the product of formal training; therefore it is important to develop a culture where personal mastery is practiced in daily life. A learning organization has been described as the sum of individual learning, but there must be mechanisms for individual learning to be transferred into organizational learning. 
Mental Models. The assumptions held by individuals and organizations are called mental models. To become a learning organization, these models must be challenged. Individuals tend to espouse theories, which are what they intend to follow, and theories-in-use, which are what they actually do. Similarly, organizations tend to have ‘memories’ which preserve certain behaviors, norms and values. In creating a learning environment it is important to replace confrontational attitudes with an open culture that promotes inquiry and trust. To achieve this, the learning organization needs mechanisms for locating and assessing organizational theories of action. Unwanted values need to be discarded in a process called ‘unlearning’. Wang and Ahmed refer to this as ‘triple loop learning.’

Shared Vision. The development of a shared vision is important in motivating the staff to learn, as it creates a common identity that provides focus and energy for learning. The most successful visions build on the individual visions of the employees at all levels of the organization, thus the creation of a shared vision can be hindered by traditional structures where the company vision is imposed from above. Therefore, learning organizations tend to have flat, decentralized organizational structures. The shared vision is often to succeed against a competitor, however Senge states that these are transitory goals and suggests that there should also be long term goals that are intrinsic within the company.

Team Learning. The accumulation of individual learning constitutes Team learning. The benefit of team or shared learning is that staff grows more quickly and the problem solving capacity of the organization is improved through better access to knowledge and expertise. Learning organizations have structures that facilitate team learning with features such as boundary crossing and openness. Team learning requires individuals to engage in dialogue and discussion; therefore team members must develop open communication, shared meaning, and shared understanding. Learning organizations typically have excellent knowledge management structures, allowing creation, acquisition, dissemination, and implementation of this knowledge in the organization

Organizational Performance comprises the actual output or results of an organization as measured against its intended outputs (or goals and objectives). According to Richard et al. (2009) organizational performance encompasses three specific areas of firm outcomes: (a) financial performance (profits, return on assets, return on investment, etc.); (b) product market performance (sales, market share, etc.); and (c) shareholder return (total shareholder return, economic value added, etc.). The term Organizational effectiveness is broader.

Specialists in many fields are concerned with organizational performance including strategic planners, operations, finance, legal, and organizational development. In recent years, many organizations have attempted to manage organizational performance using the balanced scorecard methodology where performance is tracked and measured in multiple dimensions such as:

· financial performance (e.g. shareholder return)

· customer service

· social responsibility (e.g. corporate citizenship, community outreach)

· employee stewardship
Organizational Effectiveness is the concept of how effective an organization is in achieving the outcomes the organization intends to produce. The idea of organizational effectiveness is especially important for non-profit organizations as most people who donate money to nonprofit organizations and charities are interested in knowing whether the organization is effective in accomplishing its goals.

However, scholars of nonprofit organizational effectiveness acknowledge that the concept has multiple dimensions and multiple definitions. For example, while most nonprofit leaders define organizational effectiveness as 'outcome accountability,' or the extent to which an organization achieves specified levels of progress toward its own goals, a minority of nonprofit leaders define effectiveness as 'overhead minimization,' or the minimization of fundraising and administrative costs.

According to Richard et al. (2009) organizational effectiveness captures organizational performance plus the myriad internal performance outcomes normally associated with more efficient or effective operations and other external measures that relate to considerations that are broader than those simply associated with economic valuation (either by shareholders, managers, or customers), such as corporate social responsibility.
An organization's effectiveness is also dependent on its communicative competence and ethics. The relationship between these three is simultaneous. Ethics is a foundation found within organizational effectiveness. An organization must exemplify respect, honesty, integrity and equity to allow communicative competence with the participating members. Along with ethics and communicative competence, members in that particular group can finally achieve their intended goals.

Foundations and other sources of grants and other types of funds are interested in organizational effectiveness of those people who seek funds from the foundations. Foundations always have more requests for funds or funding proposals and treat funding as an investment using the same care as a venture capitalist would in picking a company in which to invest.
Organizational effectiveness is an abstract concept and is difficult for many organizations to directly measure. Instead of measuring organizational effectiveness directly, the organization selects proxy measures to represent effectiveness. Proxy measures may include such things as number of people served, types and sizes of population segments served, and the demand within those segments for the services the organization supplies.
For instance, a non-profit organization which supplies meals to house bound people may collect statistics such as the number of meals cooked and served, the number of volunteers delivering meals, the turnover and retention rates of volunteers, the demographics of the people served, the turnover and retention of consumers, the number of requests for meals turned down due to lack of capacity (amount of food, capacity of meal preparation facilities, and number of delivery volunteers), and amount of wastage. Since the organization has as its goal the preparation of meals and the delivery of those meals to house bound people, it measures its organizational effectiveness by trying to determine what actual activities the people in the organization do in order to generate the outcomes the organization wants to create.
Organizational effectiveness is typically evaluated within nonprofit organizations using logic models. Logic models are a management tool widely used in the nonprofit sector in program evaluation. Logic models are created for specific programs to link specific, measurable inputs to specific, measurable impacts. Typically, logic models specify how program inputs, such as money and staff time, produce activities and outputs, such as services delivered, which in turn lead to impacts, such as improved beneficiary health.
Activities such as administration, fundraising, and volunteer training are important inputs into organizational effectiveness because although they do not directly result in programmatic results, they provide the essential support functions needed for the organization to successfully finance and administer its programs. These other activities are overhead activities that indirectly assist the organization in achieving its desired outcomes.
However, some nonprofit watchdog agencies regard overhead spending not as indirect program spending but as in indication of organizational ineffectiveness or inefficiency since funds are not being spent directly on programs. Cost ratios such as overhead are much simpler to measure than actual programmatic results and can be easily calculated from publicly available information disclosed on nonprofit organizations' IRS Forms 990. Several nonprofit watchdog agencies provide ratings of nonprofit organizations using these data. However, this practice is widely criticized by scholars and practitioners. A nonprofit with low overhead may have ineffective programs that have no impact, while a nonprofit with relatively higher overhead may be significantly more effective in terms of achieving meaningful results. Some studies suggest that low overhead may actually reduce organizational effectiveness. Moreover, an organization with higher overhead is more efficient than one with lower overhead if the organization with higher overhead achieves the same results at a lower total cost.
The term Organizational Effectiveness is often used interchangeably with Organization Development, especially when used as the name of a department or a part of the Human Resources function within an organization.

LECTURE-20

Organization development (OD) is a deliberately planned, organization-wide effort to increase an organization's effectiveness and/or efficiency. OD theorists and practitioners define it in various ways. Its multiplicity of definition reflects the complexity of the discipline and is responsible for its lack of understanding. For example, Vasudevan has referred to OD being about promoting organizational readiness to meet change, and it has been said that OD is a systemic learning and development strategy intended to change the basics of beliefs, attitudes and relevance of values, and structure of the current organization to better absorb disruptive technologies, shrinking or exploding market opportunities and ensuing challenges and chaos. It is worth understanding what OD is not. It is not training, personal development, team development, HRD (human resource development), L&D (learning and development) or a part of HR although it is often mistakenly understood as some or all of these. OD interventions are about change so involve people - but OD also develops processes, systems and structures. The primary purpose of OD is to develop the organization, not to train or develop the staff.
Organization development is an ongoing, systematic process of implementing effective organizational change. OD is known as both a field of science focused on understanding and managing organizational change and as a field of scientific study and inquiry. It is interdisciplinary in nature and draws on sociology, psychology, and theories of motivation, learning, and personality. Although behavioral science has provided the basic foundation for the study and practice of OD, new and emerging fields of study have made their presence felt. Experts in systems thinking and organizational learning, structure of intuition in decision making, and coaching (to name a few) whose perspective is not steeped in just the behavioral sciences, but a much more multi-disciplinary and inter-disciplinary approach, have emerged as OD catalysts or tools. Organization development is a growing field that is responsive to many new approaches.
History
Kurt Lewin (1898–1947) is widely recognized as the founding father of OD, although he died before the concept became current in the mid-1950s.[1] From Lewin came the ideas of group dynamicsand action research which underpin the basic OD process as well as providing its collaborative consultant/client ethos. Institutionally, Lewin founded the "Research Center for Group Dynamics" (RCGD) at MIT, which moved to Michigan after his death. RCGD colleagues were among those who founded the National Training Laboratories (NTL), from which the T-groups and group-based OD emerged.
Kurt Lewin played a key role in the evolution of organization development as it is known today. As early as World War II, Lewin experimented with a collaborative change process (involving himself as consultant and a client group) based on a three-step process of planning, taking action, and measuring results. This was the forerunner of action research, an important element of OD, which will be discussed later. Lewin then participated in the beginnings of laboratory training, or T-groups, and, after his death in 1947, his close associates helped to develop survey-research methods at the University of Michigan. These procedures became important parts of OD as developments in this field continued at the National Training Laboratories and in growing numbers of universities and private consulting firms across the country. Two of the leading universities offering doctoral level degrees in OD are Benedictine University and the Fielding Graduate University.
Douglas McGregor and Richard Beckhard while "consulting together at General Mills in the 1950s, the two coined the term organization development (OD) to describe an innovative bottoms-up change effort that fit no traditional consulting categories" (Weisbord, 1987, p. 112).
The failure of off-site laboratory training to live up to its early promise was one of the important forces stimulating the development of OD. Laboratory training is learning from a person's "here and now" experience as a member of an ongoing training group. Such groups usually meet without a specific agenda. Their purpose is for the members to learn about themselves from their spontaneous "here and now" responses to an ambiguous hypothetical situation. Problems of leadership, structure, status, communication, and self-serving behavior typically arise in such a group. The members have an opportunity to learn something about themselves and to practice such skills as listening, observing others, and functioning as effective group members.
As formerly practiced (and occasionally still practiced for special purposes), laboratory training was conducted in "stranger groups," or groups composed of individuals from different organizations, situations, and backgrounds. A major difficulty developed, however, in transferring knowledge gained from these "stranger labs" to the actual situation "back home". This required a transfer between two different cultures, the relatively safe and protected environment of the T-group (or training group) and the give-and-take of the organizational environment with its traditional values. This led the early pioneers in this type of learning to begin to apply it to "family groups" — that is, groups located within an organization. From this shift in the locale of the training site and the realization that culture was an important factor in influencing group members (along with some other developments in the behavioral sciences) emerged the concept of organization development.
Organization Development:
Core Values
Underlying Organization Development are humanistic values. Margulies and Raia (1972) articulated the humanistic values of OD as follows:

1. Providing opportunities for people to function as human beings rather than as resources in the productive process.

2. Providing opportunities for each organization member, as well as for the organization itself, to develop to his full potential.

3. Seeking to increase the effectiveness of the organization in terms of all of its goals.

4. Attempting to create an environment in which it is possible to find exciting and challenging work.

5. Providing opportunities for people in organizations to influence the way in which they relate to work, the organization, and the environment.

6. Treating each human being as a person with a complex set of needs, all of which are important in his work and in his life. 
Objective of OD
The objective of OD is:

1. To increase the level of inter-personal trust among employees.

2. To increase employees' level of satisfaction and commitment.

3. To confront problems instead of neglecting them.

4. To effectively manage conflict.

5. To increase cooperation among the employees.

6. To increase the organization's problem solving.

7. To put in place processes that will help improve the ongoing operation of the organization on a continuous basis.
As objectives of organizational development are framed keeping in view specific situations, they vary from one situation to another. In other words, these programs are tailored to meet the requirements of a particular situation. But broadly speaking, all organizational development programs try to achieve the following objectives:
1. Making individuals in the organization aware of the vision of the organization. Organizational development helps in making employees align with the vision of the organization.

2. Encouraging employees to solve problems instead of avoiding them.

3. Strengthening inter-personnel trust, cooperation, and communication for the successful achievement of organizational goals.

4. Encouraging every individual to participate in the process of planning, thus making them feel responsible for the implementation of the plan.

5. Creating a work atmosphere in which employees are encouraged to work and participate enthusiastically.

6. Replacing formal lines of authority with personal knowledge and skill.

7. Creating an environment of trust so that employees willingly accept change.
According to organizational development thinking, organization development provides managers with a vehicle for introducing change systematically by applying a broad selection of management techniques. This, in turn, leads to greater personal, group, and organizational effectiveness.
Change agent
A change agent in the sense used here is not a technical expert skilled in such functional areas as accounting, production, or finance. The change agent is a behavioral scientist who knows how to get people in an organization involved in solving their own problems. A change agent's main strength is a comprehensive knowledge of human behavior, supported by a number of intervention techniques (to be discussed later). The change agent can be either external or internal to the organization. An internal change agent is usually a staff person who has expertise in the behavioral sciences and in the intervention technology of OD. Beckhard reports several cases in which line people have been trained in OD and have returned to their organizations to engage in successful change assignments. In the natural evolution of change mechanisms in organizations, this would seem to approach the ideal arrangement. Qualified change agents can be found on some university faculties, or they may be private consultants associated with such organizations as the National Training Laboratories Institute for Applied Behavioral Science (Washington, D.C.) University Associates (San Diego, California), the Human Systems Intervention graduate program in the Department of Applied Human Sciences (Concordia University, Montreal, Canada), Navitus (Pvt) Ltd (Pakistan), MaxFoster Global and similar organizations.
The change agent may be a staff or line member of the organization who is schooled in OD theory and technique. In such a case, the "contractual relationship" is an in-house agreement that should probably be explicit with respect to all of the conditions involved except the fee.
Sponsoring Organization
The initiative for OD programs often comes from an organization that has a problem or anticipates facing a problem. This means that top management or someone authorized by top management is aware that a problem exists and has decided to seek help in solving it. There is a direct analogy here to the practice of psychotherapy: The client or patient must actively seek help in finding a solution to his problems. This indicates a willingness on the part of the client organization to accept help and assures the organization that management is actively concerned.
Applied Behavioral Science
One of the outstanding characteristics of OD that distinguishes it from most other improvement programs is that it is based on a "helping relationship." Some believe that the change agent is not a physician to the organization's ills; that s/he does not examine the "patient," make a diagnosis, and write a prescription. Nor does she try to teach organizational members a new inventory of knowledge which they then transfer to the job situation. Using theory and methods drawn from such behavioral sciences as industrial/organizational psychology, industrial sociology, communication, cultural,anthropology, administrative theory, organizational behavior, economics, and political science, the change agent's main function is to help the organization define and solve its own problems. The basic method used is known as action research. This approach, which is described in detail later, consists of a preliminary diagnosis, collecting data, feedback of the data to the client, data exploration by the client group, action planning based on the data, and taking action.
Systems Context
OD deals with a total system — the organization as a whole, including its relevant environment — or with a subsystem or systems — departments or work groups — in the context of the total system. Parts of systems, for example, individuals, cliques, structures, norms, values, and products are not considered in isolation; the principle of interdependency, that is, that change in one part of a system affects the other parts, is fully recognized. Thus, OD interventions focus on the total culture and cultural processes of organizations. The focus is also on groups, since the relevant behavior of individuals in organizations and groups is generally a product of group influences rather than personality.

Improved organizational performance
The objective of OD is to improve the organization's capacity to handle its internal and external functioning and relationships. This would include such things as improved interpersonal and group processes, more effective communication, enhanced ability to cope with organizational problems of all kinds, more effective decision processes, more appropriate leadership style, improved skill in dealing with destructive conflict, and higher levels of trust and cooperation among organizational members. These objectives stem from a value system based on an optimistic view of the nature of man — that man in a supportive environment is capable of achieving higher levels of development and accomplishment. Essential to organization development and effectiveness is the scientific method — inquiry, a rigorous search for causes, experimental testing of hypotheses, and review of results.

Self-managing work groups allows the members of a work team to manage, control, and monitor all facets of their work, from recruiting, hiring, and new employees to deciding when to take rest breaks. An early analysis of the first-self-managing work groups yielded the following behavioral characteristics (Hackman, 1986):

· Employees assume personal responsibility and accountability for outcomes of their work.

· Employees monitor their own performance and seek feedback on how well they are accomplishing their goals.

· Employees manage their performance and take corrective action when necessary to improve their and the performance of other group members.

· Employees seek guidance, assistance, and resources from the organization when they do not have what they need to do the job.

· Employees help members of their work group and employees in other groups to improve job performance and raise productivity for the organization as a whole.

Organizational self-renewal
The ultimate aim of OD practitioners is to "work themselves out of a job" by leaving the client organization with a set of tools, behaviors, attitudes, and an action plan with which to monitor its own state of health and to take corrective steps toward its own renewal and development. This is consistent with the systems concept of feedback as a regulatory and corrective mechanism.[7]
Understanding Organizations
Weisbord presents a six-box model for understanding organization:

1. Purposes: The organization members are clear about the organization's mission and purpose and goal agreements, whether people support the organization' purpose.

2. Structure: How is the organization's work divided up? The question is whether there is an adequate fit between the purpose and the internal structure.

3. Relationship: Between individuals, between units or departments that perform different tasks, and between the people and requirements of their jobs.

4. Rewards: The consultant should diagnose the similarities between what the organization formally rewarded or punished members for.

5. Leadership: Is to watch for blips among the other boxes and maintain balance among them.

6. Helpful mechanism: Is a helpful organization that must attend to in order to survive which as planning, control, budgeting, and other information systems that help organization member accomplish.

Modern development
In recent years, serious questioning has emerged about the relevance of OD to managing change in modern organizations. The need for "reinventing" the field has become a topic that even some of its "founding fathers" are discussing critically.
With this call for reinvention and change, scholars have begun to examine organization development from an emotion-based standpoint. For example, deKlerk (2007) [11] writes about how emotional trauma can negatively affect performance. Due to downsizing, outsourcing, mergers, restructuring, continual changes, invasions of privacy, harassment, and abuses of power, many employees experience the emotions of aggression, anxiety, apprehension, cynicism, and fear, which can lead to performance decreases. deKlerk (2007) suggests that in order to heal the trauma and increase performance, O.D. practitioners must acknowledge the existence of the trauma, provide a safe place for employees to discuss their feelings, symbolize the trauma and put it into perspective, and then allow for and deal with the emotional responses. One method of achieving this is by having employees draw pictures of what they feel about the situation, and then having them explain their drawings with each other. Drawing pictures is beneficial because it allows employees to express emotions they normally would not be able to put into words. Also, drawings often prompt active participation in the activity, as everyone is required to draw a picture and then discuss its meaning.
The use of new technologies combined with globalization has also shifted the field of organization development. Roland Sullivan (2005) defined Organization Development with participants at the 1st Organization Development Conference for Asia in Dubai-2005 as "Organization Development is a transformative leap to a desired vision where strategies and systems align, in the light of local culture with an innovative and authentic leadership style using the support of high tech tools.

OD Interventions
"Interventions" are principal learning processes in the "action" stage (see Figure 1) of organization development. Interventions are structured activities used individually or in combination by the members of a client system to improve their social or task performance. They may be introduced by a change agent as part of an improvement program, or they may be used by the client following a program to check on the state of the organization's health, or to effect necessary changes in its own behavior. "Structured activities" mean such diverse procedures as experiential exercises, questionnaires, attitude surveys, interviews, relevant group discussions, and even lunchtime meetings between the change agent and a member of the client organization. Every action that influences an organization's improvement program in a change agent-client system relationship can be said to be an intervention.
There are many possible intervention strategies from which to choose. Several assumptions about the nature and functioning of organizations are made in the choice of a particular strategy. Beckhard lists six such assumptions:
1. The basic building blocks of an organization are groups (teams). Therefore, the basic units of change are groups, not individuals.

2. An always relevant change goal is the reduction of inappropriate competition between parts of the organization and the development of a more collaborative condition.

3. Decision making in a healthy organization is located where the information sources are, rather than in a particular role or level of hierarchy.

4. Organizations, subunits of organizations, and individuals continuously manage their affairs against goals. Controls are interim measurements, not the basis of managerial strategy.

5. One goal of a healthy organization is to develop generally open communication, mutual trust, and confidence between and across levels.

6. People support what they help create. People affected by a change must be allowed active participation and a sense of ownership in the planning and conduct of the change.
Interventions range from those designed to improve the effectiveness of individuals through those designed to deal with teams and groups, intergroup relations, and the total organization. There are interventions that focus on task issues (what people do), and those that focus on process issues (how people go about doing it). Finally, interventions may be roughly classified according to which change mechanism they tend to emphasize: for example, feedback, awareness of changing cultural norms, interaction and communication, conflict, and education through either new knowledge or skill practice.

One of the most difficult tasks confronting the change agent is to help create in the client system a safe climate for learning and change. In a favorable climate, human learning builds on itself and continues indefinitely during man's lifetime. Out of new behavior, new dilemmas and problems emerge as the spiral continues upward to new levels. In an unfavorable climate, in contrast, learning is far less certain, and in an atmosphere of psychological threat, it often stops altogether. Unfreezing old ways can be inhibited in organizations because the climate makes employees feel that it is inappropriate to reveal true feelings, even though such revelations could be constructive. In an inhibited atmosphere, therefore, necessary feedback is not available. Also, trying out new ways may be viewed as risky because it violates established norms. Such an organization may also be constrained because of the law of systems: If one part changes, other parts will become involved. Hence, it is easier to maintain the status quo. Hierarchical authority, specialization, span of control, and other characteristics of formal systems also discourage experimentation.
The change agent must address himself to all of these hazards and obstacles. Some of the things which will help him are:
1. A real need in the client system to change

2. Genuine support from management

3. Setting a personal example: listening, supporting behavior

4. A sound background in the behavioral sciences

5. A working knowledge of systems theory

6. A belief in man as a rational, self-educating being fully capable of learning better ways to do things.

A few examples of interventions include team building, coaching, Large Group Interventions, mentoring, performance appraisal, downsizing, TQM, and leadership development.
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Change Management
It is important to note what change management is and what change management is not, as defined by the majority of research participants.

· Change management is not a stand-alone process for designing a business solution.

· Change management is the processes, tools and techniques for managing the people-side of change.

· Change management is not a process improvement method.

· Change management is a method for reducing and managing resistance to change when implementing process, technology or organizational change.

· Change management is not a stand-alone technique for improving organizational performance.

· Change management is a necessary component for any organizational performance improvement process to succeed, including programs like: Six Sigma, Business Process Reengineering, Total Quality Management, Organizational Development, Restructuring and continuous process improvement.

· Change management is how we drive the adoption and usage we need to realize business results.
 

Prosci's definition of change management: Change management is the application of a structured process and set of tools for leading the people side of change to achieve a desired outcome.

Readiness assessments
Assessments are tools used by a change management team or project leader to assess the organization's readiness to change. Readiness assessments can include organizational assessments, culture and history assessments, employee assessments, sponsor assessments and change assessments. Each tool provides the project team with insights into the challenges and opportunities they may face during the change process.

· Assess the scope of the change, including: How big is this change? How many people are affected? Is it a gradual or radical change?

· Assess the readiness of the organization impacted by the change, including: What is the value- system and background of the impacted groups? How much change is already going on? What type of resistance can be expected?

· Assess the scope of the change, including: How big is this change? How many people are affected? Is it a gradual or radical change?

· Assess the readiness of the organization impacted by the change, including: What is the value- system and background of the impacted groups? How much change is already going on? What type of resistance can be expected?

· Assess the strengths of your change management team.

· Assess the change sponsors and take the first steps to enable them to effectively lead the change process

Communication and Communication Planning
Many managers assume that if they communicate clearly with their employees, their job is done. However, there are many reasons why employees may not hear or understand what their managers are saying the first time around. In fact, you may have heard that messages need to be repeated 6 to 7 times before they are cemented into the minds of employees. That is because each employee’s readiness to hear depends on many factors. Effective communicators carefully consider three components: the audience, what is said and when it is said.
For example, the first step in managing change is building awareness around the need for change and creating a desire among employees. Therefore, initial communications are typically designed to create awareness around the business reasons for change and the risk of not changing. Likewise, at each step in the process, communications should be designed to share the right messages at the right time.
Communication planning, therefore, begins with a careful analysis of the audiences, key messages and the timing for those messages. The change management team or project leaders must design a communication plan that addresses the needs of front-line employees, supervisors and executives. Each audience has particular needs for information based on their role in the implementation of the change. 
Sponsor activities and sponsor roadmaps

Business leaders and executives play a critical sponsor role in change management. The change management team must develop a plan for sponsor activities and help key business leaders carry out these plans. Sponsorship should be viewed as the most important success factor. Avoid confusing the notion of sponsorship with support. The CEO of the company may support your project, but that is not the same as sponsoring your initiative.
Sponsorship involves active and visible participation by senior business leaders throughout the process. Unfortunately many executives do not know what this sponsorship looks like. A change agent's or project leader's role includes helping senior executives do the right things to sponsor the project. 
Coaching and manager training for change management

Supervisors will play a key role in managing change. Ultimately, the direct supervisor has more influence over an employee’s motivation to change than any other person at work. Unfortunately, supervisors as a group can be the most difficult to convince of the need for change and can be a source of resistance. It is vital for the change management team and executive sponsors to gain the support of supervisors and to build change leadership. Individual change management activities should be used to help these supervisors through the change process.
Once managers and supervisors are on board, the change management team must prepare a coaching strategy. They will need to provide training for supervisors including how to use individual change management tools with their employees. 
Training and training development

Training is the cornerstone for building knowledge about the change and the required skills. Project team members will develop training requirements based on the skills, knowledge and behaviors necessary to implement the change. These training requirements will be the starting point for the training group or the project team to develop training programs. 
Resistance management

Resistance from employees and managers is normal. Persistent resistance, however, can threaten a project. The change management team needs to identify, understand and manage resistance throughout the organization. Resistance management is the processes and tools used by managers and executives with the support of the project team to manage employee resistance.

Data collection, feedback analysis and corrective action

Employee involvement is a necessary and integral part of managing change. Managing change is not a one way street. Feedback from employees is a key element of the change management process. Analysis and corrective action based on this feedback provides a robust cycle for implementing change. 
Celebrating and recognizing success

Early successes and long-term wins must be recognized and celebrated. Individual and group recognition is also a necessary component of change management in order to cement and reinforce the change in the organization.

The final step in the change management process is the after-action review. It is at this point that you can stand back from the entire program, evaluate successes and failures, and identify process changes for the next project. This is part of the ongoing, continuous improvement of change management for your organization and ultimately leads to change competency.

Summary

These eight elements comprise the areas or components of a change management program. Along with the change management process, they create a system for managing change. Good project managers apply these components effectively to ensure project success, avoid the loss of valued employees, and minimize the negative impact of the change on productivity and a company's customers. The Prosci Change Management Certification Program is a great option for hands-on learning about these eight elements and other tools for managing change.
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Characteristics of effective planners & administrators:

1. Break projects into realistic tasks with manageable deadlines. 
They establish steps that will lead them toward the completion of complicated projects, generate realistic deadlines for the completion of these steps, and work to meet these deadlines. They give themselves "false due dates" to keep themselves accountable for progression towards the completion of a project. Effective planners also write their tasks down and cross off activities once they are finished to give themselves a sense of continual accomplishment.
2. Operate in two time horizons. 
They utilize an assortment of short- and long-term planning aids, using both calendars and action lists to plot out activities according to due dates. They have daily objectives to move them toward the completion of multiple tasks, and they continually review long-term goals so they don't "lose sight of the forest for the trees."
3. Begin projects early. 
They give themselves the time and freedom to brainstorm about the best alternatives to accomplish their objectives. Starting early on an assignment gives people the opportunity to gather information, ruminate over the matter, collaborate with others for assistance, and modify plans for convenience or effectiveness. Good planners are honest with themselves about how their plans are going, and they are willing to modify plans for better results.
4. Seek advice from others. 
Effective planners eagerly accept input from anyone in a position to assist them or offer them information. They will review other's materials, converse and correspond with expert sources, and consider others' ideas as they chart out a course of action.

5. Delegate whenever possible. 
Even the most energetic people can't do everything themselves! Knowing this, effective planners delegate tasks to those people they can trust to get things done, and they monitor the activity without micro management. If you're going to waste time micro managing, you may as perform the activity yourself and not insult a colleague or subordinate! Effective planners also inform all people involved as much in advance as possible about any role they may have in the activity to allow them time to plan ahead as well.
6. Remain flexible and persistent. 
Effective planners always anticipate obstacles, and so have a backup plan, or "plan B." They are proactive rather than reactive, and thus can shift to other plans to ensure that the overall goal is accomplished. They remain persistent in the face of adversity by considering other avenues of approach when encountering barriers. They "Never say 'Die.'"
7. Realize that "no" is sometimes the appropriate response to a request. 
If they have any uncertainty about whether or not they can fulfill another person's request, an effective planner has the ability to say, "I will get back to you on that. Let me think about it overnight," or "No, I'm sorry, I cannot do that." However, it's possible that effective planners can still be of assistance by providing direction or offering alternatives to the person seeking help.

Planners are responsible for ensuring that all the materials, equipment, permits and resources are available prior to a job being scheduled. Other factors to consider include: 
1) Keeping data in SAP – It is vital that a single CMMS, such as SAP, is used throughout the organization. By accounting for craft hours, materials and equipment in one system, planners can ensure an effective maintenance process that can be measured. Time is not wasted by exporting data to another system and back into SAP. Furthermore, it provides transparency throughout the organization so that all departments are aligned.
2) Arranging for parts and permits to be ready – Equipment, permits, tools, and materials should be available for craftsman before any job starts.

3) Reusing existing task lists and bills of materials (BOMs) – Planners can spend several hours looking up materials and scoping for documents for a routine work order. Often times this data will need to be repeatedly entered into similar work orders. By creating atask list or BOM boiler plate, planners can create a more informed plan and save time by not repeating work.

4) Ensuring knowledge transfer – A proven planning and scheduling platform gives all departments’ access to the same work flow best practice methods. It also helps avoid loss of knowledge when a senior worker retires or leaves the company.

5) Concentrating on future work only - As a rule, planners should be disciplined and only focus on upcoming work. Break-in work should be left to schedulers.
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Compensation Management is an organized practice that involves balancing the work-employee relation by providing monetary and non-monetary benefits to employees. Compensation includes payments such as bonuses, profit sharing, overtime pay, recognition rewards and sales commission. Compensation can also include non-monetary perks such as a company-paid car, company-paid housing and stock options. Compensation is an integral part of human resource management which helps in motivating the employees and improving organizational effectiveness.
Importance of Compensation Management

A good compensation is must for every business organization and helps in the following way:
· It tries to give proper return to the workers for their contributions to the organization.

· It imparts a positive control on the efficiency of employees and encourages them to perform better and achieve the specific standards.

· It forms a basis of happiness and satisfaction for the workforce that minimizes the labour turnover and confers a stable organization.

· It augments the job evaluation process which in turn helps in setting up the more realistic and achievable standards.

· It is designed to comply with the various labour acts and therefore does not result in disputes between the employee union and the management. This builds up a peaceful relationship between the employer and the employees.

· It arouses an environment of morale, efficiency and cooperation among the workers and provides satisfaction to the workers.

· It stimulates the employees to perform better and show their excellence.

· It provides growth and advancement opportunities to the deserving employees.

Types of Compensations

· Direct Compensation is typically made up of salary payments and health benefits. The creation of salary ranges and pay scales for different positions within the company are the central responsibility of compensation management staff. Direct compensation that is in line with industry standards provides employees with the assurance that they are getting paid fairly. This helps the employer avoid the costly loss of trained staff to a competitor.

· Indirect Compensation focuses on the personal motivations of each person to work. Although salary is important, people are most productive in jobs where they share the company's values and priorities. These benefits can include things like free staff development courses, subsidized day care, the opportunity for promotion or transfer within the company, public recognition, the ability to effect change in the workplace, and service to others.

Components of Compensation

· Wages and Salary: Wages represent hourly rates of pay, and salary refers to the monthly rate of pay, irrespective of the number of hours put in by an employee. These are subject to annual increments.

· Allowances: Several allowances are paid in addition to basic pay. Some of these allowance are given below:

· Dearness Allowance: This allowance is given to protect real income against inflation. Generally, dearness allowance (DA) is paid as a percentage of basic pay.

· House Rent Allowance: Employers who do not provide living accommodation pay house rent allowance (HRA) to employees. This allowance is calculated as a percentage of basic pay.

· City Compensatory Allowance: This allowance is paid generally to employees in metros and other big cities where cost of living is comparatively high. City compensatory allowance (CCA) is generally a fixed amount per month (30 per cent of basic pay in case of government employees).

· Transport Allowance/Conveyance Allowance: Some employers pay transport allowance (TA) to their employees. A fixed sum is paid every month to cover a part of traveling charges

· Incentives: Incentive compensation is performance-linked remuneration paid with a view to inspire employees to work hard and do better. Both individual incentives and group incentives are used. Bonus, profit-sharing, commissions on sales are some examples of incentive compensation

· Fringe Benefits/Perquisites: These include employee benefits such as provident fund, gratuity, medical care, hospitalization, accident relief, health and group insurance, canteen, uniform, recreation and the likes.

Conclusion

In recent years a great deal of attention has been directed to the development of compensation systems that go beyond just money. In particular there has been a marked increase in the use of pay-for-performance (PrP) for management and professional employees, especially for executive management and senior managers. Compensation is a primary motivation for most employees. People look for jobs that not only suit their creativity and talents, but compensate them both in terms of salary and other benefits accordingly. Adequate rewards and compensations help in attracting a quality workforce, maintaining the satisfaction of existing employees, keeping quality employees from leaving and motivating them for higher productivity.
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In life, it doesn’t matter where you’re coming from. Where are you going and how are you going to get there?  Aside from what you want to accomplish, what kind of a person do you want to become as the result of all your work and effort?  Men and women who achieve great things in life are invariably those who give a lot of thought to their own evolution and growth.  They become exceptional people by design, not by accident.  They are like master craftsmen, continually shaping and polishing their characters and personalities so that they evolve and grow into someone important and worthwhile.  And so should you.
The highest goal you can have for yourself is to become a leader, to become an outstanding man or woman who is looked up to, admired and respected by the people around you. Motivational leadership is the ability to uplift and inspire people to perform at their best.  Personal leadership on the other hand, is the ability to motivate yourself to do the things, and be the kind of person, that makes you into a motivational leader.  Both are necessary for maximum performance.  They are flip sides of the same coin.

Becoming a Role Model
The starting point of personal leadership, motivational leadership, is to begin seeing yourself as a role model, seeing you as an example to others.  See yourself as a person who sets the standards that others follow.  A key leadership characteristic is to set high standards of accountability for themselves and for their behaviors.  They assume that others are watching them and then setting their own standards by what they do.  They, in fact, lead by example, just exactly as though someone were following them around, secretly taking notes and photographs of their daily actions for others to see and act on.
Motivational leadership is based on the law of indirect effort.  According to this law, most things in human life are achieved more easily by indirect means rather than by direct means.  You more easily become a leader to others by demonstrating that you have the qualities of leadership, than you do by ordering others to follow your directions.

Leadership and Power
Instead of trying to get people to emulate you, you instead concentrate on living a life that is so admirable that others want to be like you without your saying a word.  In business, for example, there are several kinds of power.  Two of these are ascribed power and position power.  Position power is the power that comes with a job title or a position in any organization.  If you become a manager in a company, you automatically have certain powers and privileges that go along with your rank.  You can order people about, and make certain decisions.  You can be a leader whether anyone likes you or not.
Ascribed power is the power you attract to yourself by the kind of person you are.  In every organization, there are people who are inordinately influential and looked up to by others, even though their positions may not be high up on the organizational chart.  These are the men and women who are great leaders because of the quality of the people they have become, because of their characters and their personalities.
Perhaps the most powerful of motivational leaders is the person who practices what’s called, “servant leadership.”  Confucius said, “He who would be master must be servant of all.”  The person who sees himself or herself as a servant, and who does everything possible to help others to perform at their best is practicing the highest form of “servant leadership.”

Lead the Action
We have been led to believe, over the years, that leaders are those who stride boldly, exude power and confidence, give orders and make decisions for others to carry out.  However, that’s old school.  The leader of today is the one who asks questions, listens carefully, plans diligently and then builds consensus among all those necessary for achieving the goals.  A leader does not try to do it by himself or herself.  A leader is a person who gets things done by helping others to help themselves.

The mark of true leaders is that they lead the action.  They are willing to go first.  They set the example and act as the role model.  They do what they expect others to do.

You become a motivational leader by motivating yourself.  And you motivate yourself by striving toward excellence, by committing yourself to becoming everything that you are capable of becoming.  You motivate yourself by throwing your whole heart into doing your job in an excellent fashion.  You motivate others by continually looking for ways to help them to improve their lives and achieve their goals.  You become a motivational leader by becoming the kind of person that others want to get behind and support in every way.  Your main job is to take complete control of your own personal evolution and become a leader in every area of your life.  You could ask for nothing more, and you should settle for nothing less.


For action, he provides a list of principles for entrepreneurs and managers alike, derived from his first-hand discussions with some of the nation’s greatest leaders. We all need to learn from these as we rebuild employee morale following tough economic times, with limited budgets:

· Energize your team. Instead of being the type of leader who sucks the energy away from others, resolve to be the kind of leader who strives to bring passion and positive energy to the workplace every day. Your employees have just helped you pull your company through one of the nation’s worst economic periods. It’s time they had a source of positive energy.

· There’s more to life than work. Great leaders have deep reserves of physical, spiritual, and emotional energy, and that energy is usually fueled by a strong and supportive relationship with the people they love, regular exercise, a healthy lifestyle, and setting aside time for reflection.

· Put your people first. No organization is better than the people who run it. The fact is that you are in the people business—the business of hiring, training, and managing people to deliver the product or service you provide. If the people are the engine of your success, to be a great leader you need to attend to your people with a laser-like focus.

· Act with integrity. In a time when news reports are filled with the stories of private and public leaders who’ve acted inappropriately and have gone against the best interests of their employees or constituents, showing your employees that you value integrity can help motivate them and create a sense of pride for your organization.

· Be a great communicator. Leadership is influencing others, and this cannot be achieved without effective communication. If you’re struggling with communicating to your employees, first work on your ability to influence individuals by choosing words that are impactful to carry your message. Then you need to figure out how to communicate to a larger audience.

· Be a great listener. The most effective leaders are the ones who take the time to listen not just to their team members’ words but to the priceless hidden meaning beneath them. Remember that during good times and bad, sometimes your employees just need someone to talk to. Communicate to them that you are always waiting with open ears.

· Be a problem solver. Post a sign above your office door that reads, “Don’t Bring Me Problems. Bring Me Solutions.” Then set about the task of guiding each person on your team toward the goal of becoming a top-notch problem solver during this crucial period.

· Lead through experience and competence, not through title or position. Mentor your employees, encourage them, make partners out of them, and your organization is sure to benefit. If you want to survive the tough economy, that’s exactly the kind of leadership motif you need for your organization.
· The fundamentals of leadership don’t change between good times and bad. But when money is in short supply, these principles can be the difference between success and failure. Now is the time to start motivating your employees by applying these principles, and your team will lead you through the hard times.

LECTURE-25

The various stages in the process of planning are as follows:

1. Goal setting:
Plans are the means to achieve certain ends or objec​tives. Therefore, establishment of organizational or overall objectives is the first step in planning. Setting objectives is the most crucial part of planning. The organizational objectives should be set in key areas of operations.

They should be verifiable i.e., they should as far as possible be specified in clear and measurable terms. The objectives are set in the light of the opportunities perceived by managers. Establishment of goals is influenced by the values and beliefs of executives, mission of the organization, organizational resources, etc.
Objectives provide the guidelines (what to do) for the preparation of strategic and procedural plans. One cannot make plans unless one knows what is to be accom​plished. Objectives constitute the mission of an organization. They set the pattern of future course of action.

The objectives must be clear, specific and informative. Major objectives should be broken into depart​mental, sectional and individual objectives. In order to set realistic objectives, planners must be fully aware of the opportunities and problems that the enterprise is likely to face.

2. Developing the planning premises:
Before plans are prepared, the assumptions and conditions underlying them must be clearly defined these assumptions are called planning premises and they can be identified through accurate forecasting of likely future events.

They are forecast data of a factual nature. Assessment of environment helps to reveal opportunities and constraints. Analysis of internal (controllable and external (uncontrollable) forces is essential for sound planning premises are the critical factors which lay down the bounder for planning.
They are vital to the success of planning as they supply per tenant facts about future. They need revision with changes in the situa​tion. Contingent plans may be prepared for alternate situations.

3. Reviewing Limitations:
In practice, several constraints or limitations affect the ability of an organization to achieve its objectives. These limitations restrict the smooth operation of plans and they must be anticipated and provided for.
The key areas of Imitations are finance," human resources, materials, power and machinery. The strong and weak points of the enterprise should be correctly assessed.

4. Deciding the planning period:
Once the broad goals, planning premises and limitations are laid down, the next step is to decide the period of planning. The planning period should be long enough to permit the fulfillment of the commitments involved in a decision.
This is known as the principle of commitment. The planning period depends on several factors e.g., future that can be reasonably anticipated, time required to receive capital investments, expected future availability of raw materials, lead time in development and commercialization of a new product, etc.

5. Formulation of policies and strategies:
After the goals are defined and planning premises are identified, management can formulate poli​cies and strategies for the accomplishment of desired results. The res​ponsibility for laying down policies and strategies lies usually with management. But, the subordinates should be consulted as they are to implement the policies and strategies.
Alternative plans of action should be developed and evaluated carefully so as to select the most appropriate policy for the organization. Imagination, foresight, experience and quantitative techniques are very useful in the development and evalua​tion of alternatives.

Available alternatives should be evaluated in the light of objectives and planning premises. If the evaluation shows that more than one alternative is equally good, the various alternatives may be combined in action.
6. Preparing operating plans:
After the formulation of overall operat​ing plans, the derivative or supporting plans are prepared. Several medium range and short-range plans are required to implement policies and strategies.

These plans consist of procedures, programmers, sche​dules, budgets and rules. Such plans are required for the implementation of basic plans.
Operational plans reflect commitments as to methods, time, money, etc. These plans are helpful in the implementation of long range plans. Along with the supporting, plans, the timing and sequence of activities is determined to ensure continuity in operations.

7. Integration of plans:
Different plans must be properly balanced so that they support one another. Review and revision may be necessary before the plan is put into operation. Moreover, the various plans must be communicated and explained to those responsible for putting them into practice.
The participation and cooperation of subordinates is necessary for successful implementation of plans. Established plans should be reviewed periodically so as to modify and change them when​ever necessary.
A system of continuous evaluation and appraisal of plans should be devised to identify any shortcomings or pitfalls of the plans under changing situations.

LECTURE-26

Communication (from Latin commūnicāre, meaning "to share" [1]) is the activity of conveying information through the exchange of thoughts, messages, or information, as by speech, visuals, signals, writing, or behavior. It is the meaningful exchange of information between two or more living creatures.
One definition of communication is “any act by which one person gives to or receives from another person information about that person's needs, desires, perceptions, knowledge, or affective states. Communication may be intentional or unintentional, may involve conventional or unconventional signals, may take linguistic or non-linguistic forms, and may occur through spoken or other modes.” 
Communication requires a sender, a message, and a recipient, although the receiver doesn't have to be present or aware of the sender's intent to communicate at the time of communication; thus communication can occur across vast distances in time and space. Communication requires that the communicating parties share an area of communicative commonality. The communication process is complete once the receiver understands the sender's message.
Communicating with others involves three primary steps: 
1) Thought: First, information exists in the mind of the sender. This can be a concept, idea, information, or feelings.

2) Encoding: Next, a message is sent to a receiver in words or other symbols.

3) Decoding: Lastly, the receiver translates the words or symbols into a concept or information that a person can understand.

There are a variety of verbal and non-verbal forms of communication. These include body language, eye contact, sign language, haptic communication, and chronemics. Other examples are media content such as pictures, graphics, sound, and writing. The Convention on the Rights of Persons with Disabilities also defines the communication to include the display of text, Braille, tactile communication, large print, accessible multimedia, as well as written and plain language, human-reader, augmentative and alternative modes, means and formats of communication, including accessible information and communication technology. Feedback is a critical component of effective communication.

Having effective communication skills is imperative for your success. Positive communication will certainly increase the opportunities you find in your career and business. Having good communication skills will enable you to get ahead in certain areas where others who are less assertive may not succeed. A few things to keep your eyes on while practicing the fine art of communication are:



Body Language

Do not shy away from the person with whom you are speaking. Be sure to maintain a relaxed, but not slouching posture, regardless whether you are the one speaking or listening. Other things that ensure your body is communicating your attentiveness to the conversation can include:

Making Eye Contact.

Nodding occasionally to acknowledge a strong point in the conversation.

Standing with hands clasped in front of you, never crossing your arms.

Not displaying nervous ticks such as wringing hands, picking at your nails, or anything that the person communicating with you will view as a distraction from their conversation.

Speech and Attentiveness

When speaking, you need to be clear and concise. Speak on important matters directly and do not waste time with long drawn out stories that will cause your listener’s mind to wander. Make sure you ask whether they understand, and be willing to further explain any of your points. Do not expect someone to just “know” what you are saying, even if it is crystal clear in your own mind.

In addition, one of the most important aspects of verbal communication is the ability to practice active listening. This is not just actively waiting to talk. Always make mental notes of key points when someone is speaking to you. That way once you are given a chance to speak, you can respond to the most vital issues being dealt with. When others are speaking, try to think about the exact words that they are saying. If you practice this, you will comprehend and contain 75 percent more of the information that you hear.

Communication Consistency

Maybe your weakness is in the quality or quantity with which you communicate to your employees. Communication seems to have dwindled to superficial small talk. Great communicators practice the ability of consistent communication by remaining available. Do not be afraid to be the one who voices any concerns or difficulties. However, ensure that you are practicing open and honest communication with those who may depend on you. Be available and bold with tact.
Be sure to leave communication lines open to those who may need to address problems with you. You will find that you prevent the small issues that normally have the habit of becoming large ones by making those in your life aware that you are open to discussing issues at any time.

Patience

During your communications with others always give them time to communicate their issues as well. Remaining focused on what they are trying to communicate will show them that you are indeed open to assisting with their issues. Many of people’s communication lines tend to break down on the side where impatience is in a rush to get out of the conversation. Since you cannot control the other side, do yourself a favor and take a breath. The conversation you’re involved in is important.

If you are confused as to what someone may be requesting, than repeat back to him or her what you think they said and ask if that is correct. Often this will inspire the speaker to be more in-depth about their needs, which will help you to understand them fully.

Practicing Effective Communication Skills

If someone has communicated a need or an issue to you, then your main priority should be to aid him or her in repairing the problem. Following up on an issue is the only way to convince others whom you need to communicate with that you have listened to them and that their problems or issues are important to you as well.
Practicing strong follow-up will also leave the impression that you are involved in the bigger picture. When people see this commitment, they will know you are open to future communications. This creates a loyal and discerning surrounding that cultivates positive movement and communication. This will develop a strong sense of confidence in those with whom you communicate.
Conclusion

Since the world is so incredibly diverse and communications come in such a wide variety of forms, it is important to know many appropriate and helpful interpersonal skills. By practicing the few suggestions found here, you will find yourself understanding more of what people say and repeating yourself less to other people. Your co-workers and friends will have the confidence to come to you when they find themselves in need. Remember, great communication skills take practice. Do not give up on Day One. Your ability to express yourself will grow almost daily as long as you apply yourself in improving communication skills.

LECTURE-27

Effective communication skills are fundamental to success in many aspects of life.  Many jobs require strong communication skills and socially people with improved communication skills usually have better interpersonal relationships.
Effective communication is a key interpersonal skill and by learning how we can improve our communication has many benefits. Communication is a two way process so improving communication involves both how you send and receive messages.

Verbal Communication
Human spoken and pictorial languages can be described as a system of symbols (sometimes known as lexemes) and the grammars (rules) by which the symbols are manipulated. The word "language" also refers to common properties of languages. Language learning normally occurs most intensively during human childhood. Most of the thousands of human languages use patterns of sound or gesture for symbols which enable communication with others around them. Languages seem to share certain properties although many of these include exceptions. There is no defined line between a language and a dialect. Constructed languages such as Esperanto, programming languages, and various mathematical formalisms are not necessarily restricted to the properties shared by human languages. Communication is the flow or exchange of information within people or a group of people.
Nonverbal Communication
Nonverbal communication describes the process of conveying meaning in the form of non-word messages. Some forms of non verbal communication include chronemics, haptics, gesture, body language or posture, facial expression and eye contact, object communication such as clothing, hairstyles, architecture, symbols, infographics, and tone of voice, as well as through an aggregate of the above. Speech also contains nonverbal elements known as paralanguage. These include voice lesson quality, emotion and speaking style as well as prosodic features such asrhythm, intonation and stress. Research has shown that up to 55% of human communication may occur through non verbal facial expressions, and a further 38% through paralanguage.[5]Likewise, written texts include nonverbal elements such as handwriting style, spatial arrangement of words and the use of emoticons to convey emotional expressions in pictorial form.
Oral Communication
Oral communication, while primarily referring to spoken verbal communication, can also employ visual aids and non-verbal elements to support the conveyance of meaning. Oral communication includes speeches, presentations, discussions, and aspects of interpersonal communication. As a type of face-to-face communication, body language and choice tonality play a significant role, and may have a greater impact upon the listener than informational content. This type of communication also garners immediate feedback
Business Communication
A business can flourish only when all objectives of the organization are achieved effectively. For efficiency in an organization, all the people of the organization must be able to convey their message properly.

Written communication and its historical development
Over time the forms of and ideas about communication have evolved through the continuing progression of technology. Advances include communications psychology and media psychology, an emerging field of study.
The progression of written communication can be divided into three "information communication revolutions":
1. Written communication first emerged through the use of pictographs. The pictograms were made in stone; hence written communication was not yet mobile.

2. The next step occurred when writing began to appear on paper, papyrus, clay, wax, etc. with common alphabets. Communication became mobile.

3. The final stage is characterized by the transfer of information through controlled waves of electromagnetic radiation (i.e., radio, microwave, infrared) and other electronic signals.

Communication is thus a process by which meaning is assigned and conveyed in an attempt to create shared understanding. This process, which requires a vast repertoire of skills in interpersonal processing, listening, observing, speaking, questioning, analyzing, gestures, and evaluating enables collaboration and cooperation.
Misunderstandings can be anticipated and solved through formulations, questions and answers, paraphrasing, examples, and stories of strategic talk. Written communication can be clarified by planning follow-up talks on critical written communication as part of the every-day way of doing business. A few minutes spent talking in the present will save valuable time later by avoiding misunderstandings in advance. A frequent method for this purpose is reiterating what one heard in one's own words and asking the other person if that really was what was meant.
Effective Communication
Effective communication occurs when a desired effect is the result of intentional or unintentional information sharing, which is interpreted between multiple entities and acted on in a desired way. This effect also ensures the messages are not distorted during the communication process. Effective communication should generate the desired effect and maintain the effect, with the potential to increase the effect of the message.[9] Therefore, effective communication serves the purpose for which it was planned or designed. Possible purposes might be to elicit change, generate action, create understanding, inform or communicate a certain idea or point of view. When the desired effect is not achieved, factors such as barriers to communication are explored, with the intention being to discover how the communication has been ineffective.
Barriers to Effective Human Communication
Barriers to effective communication can retard or distort the message and intention of the message being conveyed which may result in failure of the communication process or an effect that is undesirable. These include filtering, selective perception, information overload, emotions, language, silence, communication apprehension, gender differences and political correctness

This also includes a lack of expressing "knowledge-appropriate" communication, which occurs when a person uses ambiguous or complex legal words, medical jargon, or descriptions of a situation or environment that is not understood by the recipient.
Physical barriers
Physical barriers are often due to the nature of the environment. An example of this is the natural barrier which exists if staff are located in different buildings or on different sites. Likewise, poor or outdated equipment, particularly the failure of management to introduce new technology, may also cause problems. Staff shortages are another factor which frequently causes communication difficulties for an organization. While distractions like background noise, poor lighting or an environment which is too hot or cold can all affect people's morale and concentration, which in turn interfere with effective communication.
System design
System design faults refer to problems with the structures or systems in place in an organization. Examples might include an organizational structure which is unclear and therefore makes it confusing to know whom to communicate with. Other examples could be inefficient or inappropriate information systems, a lack of supervision or training, and a lack of clarity in roles and responsibilities which can lead to staff being uncertain about what is expected of them.
Attitudinal barriers
Attitudinal barriers come about as a result of problems with staff in an organization. These may be brought about, for example, by such factors as poor management, lack of consultation with employees, personality conflicts which can result in people delaying or refusing to communicate, the personal attitudes of individual employees which may be due to lack of motivation or dissatisfaction at work, brought about by insufficient training to enable them to carry out particular tasks, or just resistance to change due to entrenched attitudes and ideas. 
Ambiguity of words/phrases
Words sounding the same but having different meaning can convey a different meaning altogether. Hence the communicator must ensure that the receiver receives the same meaning. It is better if such words are avoided by using alternatives whenever possible.
Individual linguistic ability
The use of jargon, difficult or inappropriate words in communication can prevent the recipients from understanding the message. Poorly explained or misunderstood messages can also result in confusion. However, research in communication has shown that confusion can lend legitimacy to research when persuasion fails.

Physiological barriers
These may result from individuals' personal discomfort, caused—for example—by ill health, poor eyesight or hearing difficulties.

Presentation of information
Presentation of information is important to aid understanding. Simply put, the communicator must consider the audience before making the presentation itself and in cases where it is not possible the presenter can at least try to simplify his/her vocabulary so that the majority can understand.
Communication Cycle
The first major model for communication was introduced by Claude Shannon and Warren Weaver for Bell Laboratories in 1949. The original model was designed to mirror the functioning of radio and telephone technologies. Their initial model consisted of three primary parts: sender, channel, and receiver. The sender was the part of a telephone a person spoke into, the channel was the telephone itself, and the receiver was the part of the phone where one could hear the other person. Shannon and Weaver also recognized that often there is static that interferes with one listening to a telephone conversation, which they deemed noise.
In a simple model, often referred to as the transmission model or standard view of communication, information or content (e.g. a message innatural language) is sent in some form (as spoken language) from an emisor/ sender/ encoder to a destination/ receiver/ decoder. This common conception of communication simply views communication as a means of sending and receiving information. The strengths of this model are simplicity, generality, and quantifiability. Social scientists Claude Shannon and Warren Weaver structured this model based on the following elements:

1. An information source, which produces a message.

2. A transmitter, which encodes the message into signals

3. A channel, to which signals are adapted for transmission

4. A receiver, which 'decodes' (reconstructs) the message from the signal.

5. A destination, where the message arrives.

Shannon and Weaver argued that there were three levels of problems for communication within this theory.

The technical problem: how accurately can the message be transmitted?

The semantic problem: how precisely is the meaning 'conveyed'?

The effectiveness problem: how effectively does the received meaning affect behavior?

Daniel Chandler critiques the transmission model by stating:

It assumes communicators are isolated individuals.

· No allowance for differing purposes.

· No allowance for differing interpretations.

· No allowance for unequal power relations.

· No allowance for situational contexts.

In 1960, David Berlo expanded on Shannon and Weaver's (1949) linear model of communication and created the SMCR Model of Communication.[17] The Sender-Message-Channel-Receiver Model of communication separated the model into clear parts and has been expanded upon by other scholars.

Communication is usually described along a few major dimensions: Message (what type of things are communicated), source / emisor / sender / encoder (by whom), form (in which form), channel (through which medium), destination / receiver / target / decoder (to whom), and Receiver. Wilbur Schram (1954) also indicated that we should also examine the impact that a message has (both desired and undesired) on the target of the message.[18] Between parties, communication includes acts that confer knowledge and experiences, give advice and commands, and ask questions. These acts may take many forms, in one of the various manners of communication. The form depends on the abilities of the group communicating. Together, communication content and form make messages that are sent towards a destination. The target can be oneself, another person or being, another entity (such as a corporation or group of beings).

Communication can be seen as processes of information transmission governed by three levels of semiotic rules:

1) Pragmatic (concerned with the relations between signs/expressions and their users)

2) Semantic (study of relationships between signs and symbols and what they represent) and

3) Syntactic (formal properties of signs and symbols).
Therefore, communication is social interaction where at least two interacting agents share a common set of signs and a common set ofsemiotic rules. This commonly held rule in some sense ignores autocommunication, including intrapersonal communication via diaries or self-talk, both secondary phenomena that followed the primary acquisition of communicative competences within social interactions.
In light of these weaknesses, Barnlund (2008) proposed a transactional model of communication. The basic premise of the transactional model of communication is that individuals are simultaneously engaging in the sending and receiving of messages.
In a slightly more complex form a sender and a receiver are linked reciprocally. This second attitude of communication, referred to as the constitutive model or constructionist view, focuses on how an individual communicates as the determining factor of the way the message will be interpreted. Communication is viewed as a conduit; a passage in which information travels from one individual to another and this information becomes separate from the communication itself. A particular instance of communication is called a speech act. The sender's personal filters and the receiver's personal filters may vary depending upon different regional traditions, cultures, or gender; which may alter the intended meaning of message contents. In the presence of "communication noise" on the transmission channel (air, in this case), reception and decoding of content may be faulty, and thus the speech act may not achieve the desired effect. One problem with this encode-transmit-receive-decode model is that the processes of encoding and decoding imply that the sender and receiver each possess something that functions as a codebook, and that these two code books are, at the very least, similar if not identical. Although something like code books is implied by the model, they are nowhere represented in the model, which creates many conceptual difficulties.
Theories of coregulation describe communication as a creative and dynamic continuous process, rather than a discrete exchange of information. Canadian media scholar Harold Innis had the theory that people use different types of media to communicate and which one they choose to use will offer different possibilities for the shape and durability of society (Wark, McKenzie 1997). His famous example of this is using ancient Egypt and looking at the ways they built themselves out of media with very different properties stone and papyrus. Papyrus is what he called 'Space Binding'. it made possible the transmission of written orders across space, empires and enables the waging of distant military campaigns and colonial administration. The other is stone and 'Time Binding', through the construction of temples and the pyramids can sustain their authority generation to generation, through this media they can change and shape communication in their society (Wark, McKenzie 1997).
Communication Noise
In any communication model, noise is interference with the decoding of messages sent over a channel by an encoder. There are many examples of noise:
Environmental noise
Noise that physically disrupts communication, such as standing next to loud speakers at a party, or the noise from a construction site next to a classroom making it difficult to hear the professor.

Physiological-impairment noise
Physical maladies that prevent effective communication, such as actual deafness or blindness preventing messages from being received as they were intended.
Semantic noise
Different interpretations of the meanings of certain words. For example, the word "weed" can be interpreted as an undesirable plant in a yard, or as a euphemism for marijuana.

Syntactical noise
Mistakes in grammar can disrupt communication, such as abrupt changes in verb tense during a sentence.

Organizational noise
Poorly structured communication can prevent the receiver from accurate interpretation. For example, unclear and badly stated directions can make the receiver even more lost.

Cultural noise
Stereotypical assumptions can cause misunderstandings, such as unintentionally offending a non-Christian person by wishing them a "Merry Christmas".

Psychological noise
Certain attitudes can also make communication difficult. For instance, great anger or sadness may cause someone to lose focus on the present moment. Disorders such as Autism may also severely hamper effective communication

LECTURE-28

The success of a collaborative team in creating today’s increasingly complex technological devices depends not only on the combined skill sets of the team members but also on their personalities and ways of approaching and solving problems.
Almost a quarter-century of records of student design teams, mainly in Stanford University’s mechanical engineering design program, indicate that performance improves when a team pays attention to its members’ individual personalities. In other words, teams do better when they are composed of people with the widest possible range of personalities, even though it takes longer for such psychologically diverse teams to achieve good cooperation. They must first cultivate openness to opposing opinions and recognize the value of exploring a problem from various angles.
While these principles have evolved from observing student project teams at work on realistic problems, the basics are likely to apply in corporations as well. Most compelling was the tripling of design prizes awarded by the Lincoln Foundation to one course’s teams over a ten-year period when no factors were changing except personality composition. Especially convincing was one year when students composed their teams with no guidance from a personality questionnaire. That one year, only a quarter of the teams won anything, compared to three-quarters of the Stanford teams in the other years when a personality questionnaire was used.
Corporations rarely have the flexibility of universities to construct teams freely without considering rank, seniority, experience, or specialty. Yet any team can benefit from cognitive mode information about its members. Extremely valuable is a preliminary meeting devoted entirely to what might be called the "psychological organization" of the team. Each team member examines a chart specifying eight cognitive modes and indicates his or her preferred modes. The team then decides whether to select a single person to be responsible for the mode or whether the job should be shared.

The thinking is that team members handling preferred activities are likely to perform better. For any empty cells, team members should either designate a member to be responsible or to alternate responsibility among members to make sure the mode is not forgotten. After the meeting each person knows what to expect not only from the others, but also from herself or himself.
Advantages of addressing cognitive modes include (1) drawing attention to the quieter introverted modes of knowledge, imagination, analysis, and evaluation, too often overshadowed by the more noticeable extraverted modes of experiment, ideation, organization, and community and (2) increasing the use of the information collection modes (experimentation, ideation, knowledge, and imagination), sometimes unintentionally overlooked by managers tending to concentrate on the decision-making modes (organization, community, analysis, and evaluation).

An organization meeting increases the efficacy of individual team members and enhances team effectiveness, possibly because of each individual’s increased understanding of his or her own roles. Since assignment to roles has been guided by each individual’s preferences, that should encourage responsibility.
According to psychologist Albert Bandura, author of "Self-Efficacy: The Exercise of Control," the belief in one’s own capabilities is important for every team member because beliefs influence their course of action, how much effort they put forth, how long they persevere in the face of obstacles and failures, whether their thought patterns are self-hindering, how much stress and depression they experience, and the level of accomplishments they realize.
Although the Lincoln awards ended a decade ago because of a reorganization of Stanford programs, teamology has continued to be studied at other universities. At the University of California at San Diego, a study of 150 lower-division science and engineering students in teams pursing robotics projects found that those in cognitively diverse groups said their teams felt less cohesive but generally their projects were deemed more creative.
Preliminary experience with personality questionnaires has led to markedly improved performance of academic design teams, based on the number of awards won. Although corporate circumstances differ in many ways from a university’s, some of the academic experiences and ideas may help managers improve the effectiveness of their industrial teams.

Diverse Backgrounds and Personalities Can Strengthen Groups:

Human resource executives say that diversity in the workplace can have a number of benefits, including improved understanding of the marketplace, enhanced creativity and problem-solving ability in teams, and better use of talent. But social science research is mixed on whether diversity does indeed have a positive effect on work-group performance or not. So what's the story? Is diversity a help or a hindrance?
In a recent article disentangling what researchers have learned over the past 50 years, Margaret A. Neale finds that diversity across dimensions, such as functional expertise, education, or personality, can increase performance by enhancing creativity or group problem-solving. In contrast, more visible diversity, such as race, gender, or age, can have negative effects on a group—at least initially.
However, says Neale, fault lines that emerge as a result of such demographic factors can be parlayed to a group's advantage too. "In fact, the worst kind of group for an organization that wants to be innovative and creative is one in which everyone is alike and gets along too well," she says. And the key to making nearly any kind of diversity work is managing it well.
"One of the most interesting recent findings in the area of work-team performance," says Neale, the John G. McCoy-Banc One Professor of Organizations and Dispute Resolution, "is that the mere presence of diversity you can see, such as a person's race or gender, actually cues a team in that there's likely to be differences of opinion. That cuing turns out to enhance the team's ability to handle conflict, because members expect it and are not surprised when it surfaces." A more homogeneous team, in contrast, won't handle conflict as well because the team doesn't expect it. "The assumption is that people who look like us think like us, but that's usually just not the case," Neale says.
It's group conflict that actually makes a team function with more of the razor's edge it needs to be innovative. "Of course, we're talking about intellectual conflict, debate, and controversy, not personality conflict," says Neale, who recently coauthored an article with Elizabeth Mannix, a professor of management at Cornell. "A good manager wants to encourage the former but squash the latter."
One ramification of the finding that diversity stirs up the pot in healthy ways is that managers need to rotate the composition of their groups periodically to keep things fresh. But newcomers to the team should be different in some critical way, be it in an area of expertise, level of education, manner of thinking, or some similar dimension. In a study with Katherine Phillips, an associate professor at Northwestern, and Katie Lillenquist, a doctoral student at Northwestern, Neale looked at the impact of newcomers to a group. When the newcomers were socially similar to the team, old team members reported the highest level of subjective satisfaction with the group's productivity. However, when objective standards were measured, they performed the worst on a group problem-solving task. When newcomers were different, the reverse was true. Old members thought the team performed badly, but in fact it accomplished its task much better than the homogeneous group.
"What feels good may not always reflect the performance of the team," Neale explains. "In fact, teams with a very stable membership deteriorate in performance over time because members become too similar in viewpoint to one another or get stuck in ruts."
One rut for individuals is that of continually playing the same role in the group. That's why Neale suggests managers purposefully assign roles such as "devil's advocate," or "cheerleader," and occasionally switch around those roles. "In time, a chronic devil's advocate will simply be ignored, to the detriment of the group," she says. "But if a manager publicly assigns someone else to play that role for a while, that new person initially will be much more influential, even if he or she doesn't do it as well."
Since not all teams have managers insightful enough to make such interventions, Neale recommends that team players consider how they may change their own role spontaneously from time to time to surprise the group and keep it on its toes. "You need to constantly ask yourself: Do I want to be right or do I want to be effective?" she says.
One area in which diversity is absolutely, positively a liability, warns Neale, concerns a group's goals and values. "Conflicts and differences in this area will generally destroy a team," she says. "Managers simply must get team members to be in agreement about what the task is and the values that drive its pursuit." The tone that a manager sets from the very beginning in meetings around a group's mission and values can go a long way toward bridging diversity along both visible and invisible lines.
While it may seem paradoxical, one way to foster cooperation is to create an atmosphere in which dissenting views can be freely aired. "The minority viewpoint, whatever that may be, and whether it comes from a person who looks different or not, needs to be supported," she says.

Also counterintuitive is the idea that "a lot of diversity is better than a little diversity." The worst scenario is one in which a member is seen as a token representative of any given group. In her work studying dynamics of race, Neale, along with her colleagues Katherine Phillips of Northwestern and Gregory Northcraft of University of Illinois, found that three-person teams performed better when each person was a member of a different ethnic or racial group. "Two-on-one scenarios with, say, two Caucasians and an African-American, resulted in poorer performance than when the team comprised a Caucasian person, an African-American person, and an Asian-American person," she says.
Most of the research findings, Neale notes, are unexpected. "You wouldn't necessarily think that the conflict caused by diversity could lead to better performance, or that a team that feels more comfortable with itself in fact underperforms, but that's what studies show," she says. Her most important recommendation to managers? "Pay attention to the research. It will help you figure out whether what you're learning by doing is really the right thing."

In order to develop good team working, it can be helpful to consider the different personalities that make up the team, how they contribute and how they may need to be supported differently. You may also want to think about how your personality and preferred ways of working will impact on the team. This kind of diversity brings many advantages, such as different perspectives on a problem, and people will tend to do their best work when allowed to work in the way that they find most comfortable.
Carl Jung developed a theory of personality types which was converted into a practical tool by Katherine Myers and Isabel Briggs called the Myers Briggs Type Indicator (MBTI, now licensed by OPP in the UK). This is one of many ‘lenses’ which can be used to look at personality differences but it is one that we use a lot with academic leaders and creates quite a few ‘light-bulb’ moments when we do. One area in which it has a real impact is in team working. It looks at four “preference pairs” and works on the basis that everyone can work in all eight of these but not at the same time and that every person will have one out of each pair which is their natural or favorite preference.
Where do you get your energy from?

Some people get their energy from the external world of people and places while others gain energy from their internal world of thought and reflection. One example of how this plays out is that the former group tend to like to work through a problem out loud – talking it through with others first before, perhaps, going away to think about it alone. The latter group instead prefer to think about a problem by themselves first before voicing some of their ideas in front of others. The former are described as having an “extraversion” preference, the latter an “introversion” preference.

What kind of information do you trust?

Some people are most attuned to specific factual information and the present reality of a situation while others are attuned to patterns, connections and future possibilities. If asked to tackle a task, the first group would probably start by gathering more detailed factual information, what is known and what has already been tried (“..let’s not re-invent the wheel”)….while the second group would be more likely to start generating several ideas about how to go about the task and be enthused by the potential for innovation. The former preference is named “sensing” and the latter “intuition”.

How do you make decisions?

Some people, when asked to make a decision, first step outside of the situation analyzing it logically and using their principles in order to achieve the required result. Others will first step into the situation and examine it from the perspectives of those involved and using their own values in order to achieve the end result. Both these approaches are rational decision-making processes and most people will use both at different times. Your Myers Briggs preference will be the one that you do first. These preferences are named “thinking” and “feeling”. Those with a thinking preference like to be recognized for a job well done at the end, preferably by someone who knows whether it is actually a good job or not! Those with a feeling preference value the process of getting a job done and will more readily recognize (and like to be recognized for) individual effort and contribution to a task as well as for achieving the end result itself.

Your preferred lifestyle

Do you like your life to be planned and organized, feeling happy once decisions are made and getting satisfaction from finishing ahead of deadlines? Or do you like your life to be more flexible and spontaneous, not making decisions until you really have to, always staying open to new information and probably finishing tasks in a last minute rush, being stimulated and most productive at this time? The former is a “judging” preference and the latter is a “perceiving” preference. It is easy to guess how a clash of these two preferences may cause conflict in teams. Both preferences are beneficial though with the judging approach bringing more structure to a team and the perceiving approach bringing more flexibility.

LECTURE-29

Critical thinking is a way of deciding whether a claim is true, partially true, or false. Critical thinking is a process that leads to skills that can be learned, mastered and used. Critical thinking is a tool by which one can come about reasoned conclusions based on a reasoned process. This process incorporates passion and creativity, but guides it with discipline, practicality and common sense. It can be traced in the West to ancient Greece with its Socratic method and in the East to ancient India with the Buddhist kalama sutta and abhidharma literature. Critical thinking is an important component of many fields such as education, politics, business, science and the arts.
Etymology
One sense of the term critical means crucial; a second sense derives from κριτικός (kritikos), which means discerning judgment.
Various definitions
Critical thinking has been defined as:

· "the mental process of actively and skillfully conceptualizing, applying, analyzing, synthesizing, and evaluating information to reach an answer or conclusion.
· "disciplined thinking that is clear, rational, open-minded, and informed by evidence" 
· "reasonable reflective thinking focused on deciding what to believe or do"

· "purposeful, self-regulatory judgment which results in interpretation, analysis, evaluation, and inference, as well as explanation of the evidential, conceptual, methodological, criteriological, or contextual considerations upon which that judgment is based"

· "includes a commitment to using reason in the formulation of our beliefs"

· in critical social theory: commitment to the social and political practice of participatory democracy, willingness to imagine or remain open to considering alternative perspectives, willingness to integrate new or revised perspectives into our ways of thinking and acting, and willingness to foster criticality in others. 
· the skill and propensity to engage in an activity with reflective scepticism (McPeck, 1981)

· disciplined, self-directed thinking which exemplifies the perfection of thinking appropriate to a particular mode of domain of thinking (Paul, 1989, p. 214)

· thinking about one's thinking in a manner designed to organize and clarify, raise the efficiency of, and recognize errors and biases in one's own thinking. Critical thinking is not 'hard' thinking nor is it directed at solving problems (other than 'improving' one's own thinking). Critical thinking is inward-directed with the intent of maximizing the rationality of the thinker. One does not use critical thinking to solve problems - one uses critical thinking to improve one's process of thinking. 
Skills
The list of core critical thinking skills includes observation, interpretation, analysis, inference, evaluation, explanation, and metacognition. According to Reynolds (2011), an individual or group engaged in strong way of critical thinking gives due consideration to establish:

· Evidence through observation

· Context skills

· Relevant criteria for making the judgment well

· Applicable methods or techniques for forming the judgment

· Applicable theoretical constructs for understanding the problem and the question at hand

In addition to possessing strong critical-thinking skills, one must be disposed to engage problems and decisions using those skills. Critical thinking employs not only logic but broad intellectualcriteria such as clarity, credibility, accuracy, precision, relevance, depth, breadth, significance, and fairness. 
Procedure
Critical thinking calls for the ability to:

· Recognize problems, to find workable means for meeting those problems

· Understand the importance of prioritization and order of precedence in problem solving

· Gather and marshal pertinent (relevant) information

· Recognize unstated assumptions and values

· Comprehend and use language with accuracy, clarity, and discernment
· Interpret data, to appraise evidence and evaluate arguments

· Recognize the existence (or non-existence) of logical relationships between propositions

· Draw warranted conclusions and generalizations

· Put to test the conclusions and generalizations at which one arrives

· Reconstruct one's patterns of beliefs on the basis of wider experience

· Render accurate judgments about specific things and qualities in everyday life

In Sum:
"A persistent effort to examine any belief or supposed form of knowledge in the light of the evidence that supports it and the further conclusions to which it tends."
Habits or traits of mind
The habits of mind that characterize a person strongly disposed toward critical thinking include a desire to follow reason and evidence wherever they may lead, a systematic approach to problem solving, inquisitiveness, even-handedness, and confidence in reasoning.
According to a definition analysis by Kompf & Bond (2001), critical thinking involves problem solving, decision making, metacognition, rationality, rational thinking, reasoning, knowledge, intelligence and also a moral component such as reflective thinking. Critical thinkers therefore need to have reached a level of maturity in their development, possess a certain attitude as well as a set of taught skills.
Research
Edward Glaser proposed that the ability to think critically involves three elements: 
1. An attitude of being disposed to consider in a thoughtful way the problems and subjects that come within the range of one's experiences

2. Knowledge of the methods of logical inquiry and reasoning

3. Some skill in applying those methods.

Educational programs aimed at developing critical thinking in children and adult learners, individually or in group problem solving and decision making contexts, continue to address these same three central elements.
Contemporary cognitive psychology regards human reasoning as a complex process that is both reactive and reflective.The relationship between critical thinking skills and critical thinking dispositions is an empirical question. Some people have both in abundance, some have skills but not the disposition to use them, some are disposed but lack strong skills, and some have neither. A measure of critical thinking dispositions is the California Measure of Mental Motivation.
In schooling
John Dewey is one of many educational leaders who recognized that a curriculum aimed at building thinking skills would benefit the individual learner, the community, and the entire democracy.
Critical thinking is significant in academics due to being significant in learning. Critical thinking is significant in the learning process of internalization, in the construction of basic ideas, principles, and theories inherent in content. And critical thinking is significant in the learning process of application, whereby those ideas, principles, and theories are implemented effectively as they become relevant in learners' lives. Good teachers cultivate critical thinking (intellectually engaged thinking) at every stage of learning, including initial learning. This process of intellectual engagement is at the heart of the Oxford, Durham, Cambridge and London School of Economics tutorials. The tutor questions the students, often in a Socratic manner (see Socratic questioning). The key is that the teacher who fosters critical thinking fosters reflectiveness in students by asking questions that stimulate thinking essential to the construction of knowledge.

Each discipline adapts its use of critical thinking concepts and principles (principles like in school). The core concepts are always there, but they are embedded in subject-specific content. For students to learn content, intellectual engagement is crucial. All students must do their own thinking, their own construction of knowledge. Good teachers recognize this and therefore focus on the questions, readings, activities that stimulate the mind to take ownership of key concepts and principles underlying the subject.

In the UK school system, Critical Thinking is offered as a subject that 16- to 18-year-olds can take as an A-Level. Under the OCR exam board, students can sit two exam papers for the AS: "Credibility of Evidence" and "Assessing and Developing Argument". The full Advanced GCE is now available: in addition to the two AS units, candidates sit the two papers "Resolution of Dilemmas" and "Critical Reasoning". The A-level tests candidates on their ability to think critically about, and analyze, arguments on their deductive or inductive validity, as well as producing their own arguments. It also tests their ability to analyze certain related topics such as credibility and ethical decision-making. However, due to its comparative lack of subject content, many universities do not accept it as a main A-level for admissions. Nevertheless, the AS is often useful in developing reasoning skills, and the full Advanced GCE is useful for degree courses in politics, philosophy, history or theology, providing the skills required for critical analysis that are useful, for example, in biblical study.
There used to also be an Advanced Extension Award offered in Critical Thinking in the UK, open to any A-level student regardless of whether they have the Critical Thinking A-level. Cambridge International Examinations have an A-level in Thinking Skills.[16]
From 2008, Assessment and Qualifications Alliance has also been offering an A-level Critical Thinking specification;
OCR exam board have also modified theirs for 2008. Many examinations for university entrance set by universities, on top of A-level examinations, also include a critical thinking component, such as the LNAT, the UKCAT, the BioMedical Admissions Test and the Thinking Skills Assessment.
In its 2012 platform, the Republican Party of Texas rejected the teaching of "Higher Order Thinking Skills... critical thinking skills and similar programs," giving as a reason that this sort of teaching has "the purpose of challenging the student’s fixed beliefs and undermining parental authority." Media ridicule led to a response from RPT Communications Director Chris Elam that the inclusion of the term "critical thinking skills" was an oversight which cannot be corrected until 2014, when the next state convention will occur. 
Research in efficiency of critical thinking instruction[
In 1995, a meta-analysis of the literature on teaching effectiveness in higher education was undertaken.[20] The study noted concerns from higher education, politicians and business that higher education was failing to meet society's requirements for well-educated citizens. It concluded that although faculty may aspire to develop students' thinking skills, in practice they have tended to aim at facts and concepts utilizing lowest levels of cognition, rather than developing intellect or values.
Importance
Critical thinking is an important element of all professional fields and academic disciplines (by referencing their respective sets of permissible questions, evidence sources, criteria, etc.). Within the framework of scientific skepticism, the process of critical thinking involves the careful acquisition and interpretation of information and use of it to reach a well-justified conclusion. The concepts and principles of critical thinking can be applied to any context or case but only by reflecting upon the nature of that application. Critical thinking forms, therefore, a system of related, and overlapping, modes of thought such as anthropological thinking, sociological thinking, historical thinking, political thinking, psychological thinking, philosophical thinking, mathematical thinking, chemical thinking, biological thinking, ecological thinking, legal thinking, ethical thinking, musical thinking, thinking like a painter, sculptor, engineer, business person, etc. In other words, though critical thinking principles are universal, their application to disciplines requires a process of reflective contextualization.
Critical thinking is considered important in the academic fields because it enables one to analyze, evaluate, explain, and restructure their thinking, thereby decreasing the risk of adopting, acting on, or thinking with, a false belief. However, even with knowledge of the methods of logical inquiry and reasoning, mistakes can happen due to a thinker's inability to apply the methods or because of character traits such as egocentrism. Critical thinking includes identification of prejudice, bias, propaganda, self-deception, distortion, misinformation, etc. Given research in cognitive psychology, some educators believe that schools should focus on teaching their students critical thinking skills and cultivation of intellectual traits. 
Socratic method is defined as "a prolonged series of questions and answers which refutes a moral assertion by leading an opponent to draw a conclusion that contradicts his own viewpoint."[21]Critical thinking skills through Socratic method taught in schools help create leaders. Instructors that promote critical thinking skills can benefit the students by increasing their confidence and creating a repeatable thought process to question and confidently approach a solution. Students also accomplish follower-ship skills that can be used to probe the leader's foundations. Critical thinking skills through Socratic method serve to produce professionals that are self-governing. However, Socratic method for critical thinking skills can become confusing if an instructor or leader uses the method too rigidly, the student may not know what the instructor or leader wants from him. An instructor or leader may disillusion the students if he uses particular style of questioning. Instructors must reveal their reasoning behind the questions in order to guide the students in the right direction. "Socratic method can serve twenty-first-century leaders to instruct students, mentor protégés, motivate followers, advise other leaders, and influence peers."
Critical thinking skills can be used to help nurses during the assessment process. Through the use of critical thinking, nurses can question, evaluate, and reconstruct the nursing care process by challenging the established theory and practice. Critical thinking skills can help nurses problem solve, reflect, and make a conclusive decision about the current situation they face. Critical thinking creates "new possibilities for the development of the nursing knowledge."[22] Due to the sociocultural, environmental, and political issues that are affecting healthcare delivery, it would be helpful to embody new techniques in nursing. Nurses can also engage their critical thinking skills through the Socratic method of dialogue and reflection. This practice standard is even part of some regulatory organizations such as the College of Nurses of Ontario Professional Standards for Continuing Competence (2006). It requires nurses to engage in Reflective Practice and keep records of this continued professional development for possible review by the College.
Critical thinking also is considered important for human rights education for toleration. The Declaration of Principles on Tolerance adopted by UNESCO in 1995 affirms that "education for tolerance could aim at countering factors that lead to fear and exclusion of others, and could help young people to develop capacities for independent judgement, critical thinking and ethical reasoning."
There is currently a growing recognition that the Western emphasis on critical thinking has a broader and deeper impact than relates simply to cognitive skills. Le Cornu (2009) argues a case which links critical thinking to a heightened individualism which she considers is not so prevalent in the East, and suggests that education at all levels should train people in three principal types of thinking and reflection: receptive, appreciative and critical.

LECTURE-30

The Basic Building Blocks for Thinking: One Key to Powerful Questioning
For example, one basic understanding essential to critical thinking is based on insight into the basic structures common to all thinking. Another is based on insight into fundamental standards for the assessment of thinking. From the foundation of both of these understandings we can generate powerful questions for the thinker to ask, questions that can be usefully asked about virtually any thinking in virtually any context; questions that give us leverage by helping us not only to get to the foundation of thinking, but also to begin to determine its strengths and weaknesses. Let us begin with the elements of thought. These are the inescapable structures underlying one’s thinking every step along the path of thought. If one is thinking about anything, one is using these structures. They are generated by every act of thinking by its very nature. 

The Elements of Thought

The elements of thinking are as important to thinking as the elements of chemistry are to the composition of every substance. Unless we know the basic chemical building blocks of chemical composition, we cannot identify, examine, and check those building blocks (and hence do chemistry). 

Unless we know the basic building blocks of thinking, we cannot identify, examine, and check those building blocks (and hence do critical thinking). 


Questions for Thinking about Thinking: Breaking Thinking Down

As a developing critical thinker, you must regularly take your thinking apart and come to terms with its interrelated elements (the constituent parts that make it up). Coming to understand the elements of thought is not a matter of memorizing definitions of a set of terms. Rather, it is a matter of understanding an interrelated set of functions that all thinking unavoidably includes. Just as you can say with confidence that wherever there is a living human being, the body of that person will necessarily include certain constituent, interrelated physiological systems (the nervous system, the cardiovascular system, the respiratory system, etc.), so too as a thinker you can say with confidence that if you are dealing with the thinking of any human, there are constituent, interrelated elements that make it up. 


The Elements Enumerated

Let us now consider these elements. To think as a human is to think for a purpose (our thinking never lacks some end, some motivation, some goal). In pursuing a purpose (using thought), questions are generated (for example, how can I best achieve this purpose?). To answer a question you need information that bears on it. To use information, you must make sense of it. To make sense of information, you must come to some conclusions, make some inferences. To make inferences, you must use concepts. To use concepts, you must make assumptions. To make assumptions leading to inferences generates implications and consequences. And, finally, to think purposively, using information, to come to conclusions is to think within a point of view. 

Example
· Imagine, for a moment, that my purpose is to get a better job, then there are necessarily some questions inherent in that purpose: What jobs are available that I might qualify for and would be interested in? What are the advantages and disadvantages of each available job? How can I most effectively apply for the jobs that best suit me?

· Once these questions are clear to us, it is a short step in thought to recognizing that I will have to gather information about available jobs, etc..

· Once I get my information, I will then have to come to some conclusions about potential jobs: which seem the best options and how I should go about pursuing those options.

· Unavoidably in deciding to pursue some options I will be making some assumptions about my qualifications, the nature of the jobs themselves, and about the future (the likelihood of my being satisfied by working in this or that setting, for example). 

· My thinking will also be generating some implications which I ought to look at: the implications of possibly being out of a job for a period of time, the implications of possibly losing seniority, or of having greater difficulty getting to and from work, the impact on my family, etc. 

· In my thinking I should also look at the very concept or idea of improving the quality of my life by improving the quality of my job. I should make sure that I am not uncritically assuming that a job change will make my life better in general or that problems that stem from other parts of my life will be lessened by a change of job. (Remember, we cannot think without ideas and concepts) 

· I should also think about my overall point of view in pursing the option of a change of job. How am I looking at my present circumstances? How am I envisioning a change? How realistic is my viewpoint? How does it relate to my overall life objectives (my way of looking at the nature and direction of my life in general)? What other points of view do I need to consider? If a job change might require a move, what is my spouse’s point of view? 

This is, of course, only a very sketchy example. If I were actually thinking through a potential job change, there would be many details and specifics incorporated in my thinking. Nevertheless, when you become comfortable with and practiced in explicitly analyzing and evaluating these basic structures of thought, they will serve as a powerful set of guides for the generation of useful questions. You will find yourself frequently questioning in each of these categories:

What is my purpose, goal, or agenda? (at this meeting, in engaging in this discussion, in carrying on this argument, in my job, in my marriage, as a parent, in buying a new car, in my relationship with Jack, in my leisure time, in my life as a whole)


What is the key question I must answer? What is the main problem I need to solve? What is the crucial issue I must resolve? (at this meeting, in this discussion, in this argument, in my job, in my marriage, as a parent, in buying a new car, in my relationship with Jack, in my leisure time, in my life as a whole)


What is the key information I need to answer the question? What is the information I need to solve the main problem? What is the information I need to resolve the crucial issue? (at this meeting, in this discussion, in this argument, in my job, in my marriage, as a parent, in buying a new car, in my relationship with Jack, in my leisure time, in my life as a whole)
Given the information I have at my disposal, what tentative conclusions can I come to? How can I best interpret the information I have? (at this meeting, in this discussion, in this argument, in my job, in my marriage, as a parent, in buying a new car, in my relationship with Jack, in my leisure time, in my life as a whole)


What is the key concept or idea I need to understand to make sense of the data and to answer the question, solve the problem, or resolve the issue? (at this meeting, in this discussion, in this argument, in my job, in my marriage, as a parent, in buying a new car, in my relationship with Jack, in my leisure time, in my life as a whole)


As I think through this question, problem, or issue, what am I taking for granted or assuming? Am I justified in doing so? (at this meeting, in this discussion, in this argument, in my job, in my marriage, as a parent, in buying a new car, in my relationship with Jack, in my leisure time, in my life as a whole)


Given what I have reasoned through thus far, what does my reasoning imply? If I act on my conclusions, what are the implications or consequences likely to be? (at this meeting, in this discussion, in this argument, in my job, in my marriage, as a parent, in buying a new car, in my relationship with Jack, in my leisure time, in my life as a whole)


From what point of view am I approaching this question, problem, or issue? Should I consider an alternative point of view (at this meeting, in this discussion, in this argument, in my job, in my marriage, as a parent, in buying a new car, in my relationship with Jack, in my leisure time, in my life as a whole).


As you deploy these questioning strategies in the various domains of your life, you will discover features of your thinking that need to be revised, rethought, and reconstructed. You will discover that many of the purposes and goals that are buried in your behavior need to be questioned. You will discover that you are often unclear about questions and problems that you need to be clear about. You will find that as you put questions and problems in a clear and precise form, you are better able to answer and solve them. You will find that when the key question is clearly before your mind, the information relevant to the question is much more apparent.
You will then more explicitly seek out the information you need. As you explicitly seek out information, you will find yourself checking that information more closely and judging it more effectively. When you are clearer about the information you are using, you will also become clearer about the inferences or conclusions you are coming to based on that information. Once these relationships become clear, other relationships also become clearer to you. For example, when you recognize you are coming to a particular conclusion based on particular information, you will also notice that you are making one or more assumptions and using one or more concept or idea. Understanding that you are engaged in the sum total of the above, you will recognize that you are thinking within a point of view. 


In other words, the process of simply questioning the basic elements of your own thinking will automatically improve the quality of your thinking. Furthermore, the more you do so, the better you get at it. 


For example, when I question the information I am using in coming to conclusions about people and events in my life, I often discover that I don’t have enough relevant information to come to sound conclusions. I nevertheless find myself coming to conclusions. When I catch myself engaging in such flawed thought, I then question those conclusions. I take them out of the category of "fact" and put them into the category of a hypothesis or guess. 


Recognizing that I don’t have solid information to go on, I then question my motivation. I ask myself whether I have an egocentric motive for my conclusion. For example, suppose someone rubs me the wrong way on one occasion. I may find myself coming to a negative conclusion about the person on another occasion without good reason for doing so. I then recognize that I am allowing my native egocentric tendency toward prejudicial thinking to take control. I can then correct for my unjustifiable inference. 


Questions for Thinking about Thinking: 

Using Explicit Intellectual Standards to Assess Thinking

As a developing critical thinker, you must not only regularly take your thinking apart and come to terms with its interrelated elements (the constituent parts that make it up), you must also come to question those elements using explicit intellectual standards. Coming to understand the basic standards for thought is not a matter of memorizing definitions of a set of terms. Rather, it is a matter of understanding an interrelated set of standards that virtually all thinking must fulfill to be sound thinking. 


It is ironic that humans have been assessing thinking for thousands of years but have spent very little time coming to terms with the criteria they habitually use in deciding which thinking to accept and which to reject, which to praise and which to criticize. Of course, once we recognize that the human mind by nature is deeply prone to self-deception and to using thinking in a highly self-serving way---then, we should not be surprised that the implicit standards that humans instinctively use to assess thinking are not only intellectually flawed but actually intellectually absurd. We have in mind the following criteria (which we set out in the first ):


"It's true because I believe it" 

(innate egocentrism: in which case I find myself continually assuming that what I believe is true even though I have never questioned the basis for many of my beliefs)

"It's true because we believe it" 

(innate sociocentrism: in which case I find myself continually assuming that the dominant beliefs in the groups to which I belong are true even though I have never questioned the basis for many of these beliefs)


"It's true because I want to believe it"

(innate wish fulfillment: in which case I find myself believing in, for example, accounts of behavior that put me (or the groups to which I belong) in a positive rather than a negative light even though I have not seriously considered the evidence for the more negative account. I believe what "feels good," what supports my other beliefs, what does not require me to change my thinking is any significant way, what does not require me to admit I have been wrong)

"It's true because I have always believed it"

(innate self-validation: in which case I feel a strong ego-attraction to beliefs that I have long held even though I have not seriously considered the evidence for the critique of these traditional beliefs).

"It's true because it is in my vested interest to believe it" 

(innate selfishness: in which case I find myself gravitating to beliefs which if true would justify my getting more power, money, or personal advantage and not noticing the evidence or reasoning against those beliefs).


If we concede that humans are naturally prone to assess thinking in keeping with the above "criteria," then it is not surprising that we, as a species, have not developed a significant interest in establishing and teaching legitimate intellectual standards. There are too many domains of our thinking that we, collectively, do not want questioned. We have too many prejudices that we do not want challenged. We are committed to having our vested interests served. We are not in fact typically concerned to protect the rights of others. We are not typically willing to sacrifice our desires to meet someone else’s basic needs. We do not want to discover that beliefs which we have taken to be "obvious" and "sacred" might not be either. We will ignore any number of basic principles if doing so enables us to maintain our power or to gain more power and advantage.

In other words, the irony of the failure of humans to make a commitment to substantive intellectual standards is not puzzling, however vexing it may be. Nevertheless, to develop as a thinker, to become a thinker with a foundational knowledge of how to analyze, assess, and improve thinking; we must internalize the logic of basic intellectual standards. These are eight basic intellectual standards we shall concentrate on. Each speaks for itself and is consequently highly intuitive, from an intellectual point of view. For example, suppose someone said, 

"OK, OK, admittedly my thinking is typically unclear, inaccurate, imprecise, irrelevant, superficial, narrow-minded, illogical, and trivial!!! What’s wrong with that!!!!;" we would immediately recognize the statement to be absurd. There is no need to "prove" that, all other things being equal clear thinking is better than unclear thinking, accurate thinking better than inaccurate, precise thinking better than imprecise, relevant better than irrelevant, etc. This is intuitive to us--if the question is explicitly put to us, because on many occasions we have experienced the problems that result from a failure to check thinking against such standards. 

For example, we have tried to find a place with unclear directions; we have been misled by inaccurate statements; we have not had the (precise) details we needed in some context; we were diverted from achieving what we were after by getting drawn off into irrelevant details; we failed to deal with the complexity of an issue (responding rather to it superficially); we reasoned narrowly ignoring an alternative point of view only to find that we needed the insight that only that point of view could provide; etc.


In other words, though we all frequently fall prey to using "absurd" standards (because they often function subconsciously and self-servingly); we nevertheless are quite capable of recognizing appropriate intellectual standards when they are put to us explicitly and consciously. At an abstract level virtually everyone--if the question were properly put to them--would value being able to think clearly, precisely, accurately, relevantly, deeply, broadly, and logically. The problem is that the question is not being put to us. The basic intellectual standards essential to critical thinking are not typically taught in schools or in the home. They are certainly not being taught in the popular media. Indeed, if anything, the school, the home, the media, and social life in general tend to praise thinking that is self-serving, egocentric, and sociocentric. Inadvertently, we teach, therefore, "absurd" standards for thinking, though of course these absurd standards serve various (pathological) human functions--like justifying getting what we want (irrespective of the legitimate rights of others) or protecting the status quo when it favors us (irrespective of who suffers deprivation as a result), etc.


Questions based on the standards for thought are, as we have already suggested, largely intuitive when explicitly expressed: 



Is my thinking clear?

Is my thinking accurate?

Is my thinking as precise as it needs to be?

Is my thinking relevant to the issue?

Is my thinking dealing with the complexities of this issue or problem?

Is my thinking too narrow or one-sided?

Is my thinking logical?

Is my thinking focusing on what is most significant? 


Each of these basic questions leads to more refined questions that enable us to make a better determination of where our thinking stands. Consider each of these sub-questions as follow-up on the basic ones.


Some Universal Intellectual Standards: 

Universal intellectual standards are standards which must be applied to thinking whenever one is interested in checking the quality of reasoning about a problem, issue, or situation. To think critically entails having command of these standards. To help students learn them, teachers should pose questions which probe student thinking, questions which hold students accountable for their thinking, and questions which, through consistent use by the teacher in the classroom, become internalized by students as questions they need to ask themselves. 

The ultimate goal, then, is for these questions to become infused in the thinking of students, forming part of their inner voice, which then guides them to better and better reasoning. While there are a number of universal standards, the following are the most significant: 

Clarity
Could you elaborate further on that point? Could you express that point in another way? Could you give me an illustration? Could you give me an example? Clarity is a gateway standard. If a statement is unclear, we cannot determine whether it is accurate or relevant. In fact, we cannot tell anything about it because we don't yet know what it is saying. For example, the question "What can be done about the education system in America?" is unclear. In order to adequately address the question, we would need to have a clearer understanding of what the person asking the question is considering the "problem" to be. A clearer question might be "What can educators do to ensure that students learn the skills and abilities which help them function successfully on the job and in their daily decision-making?"


Accuracy
Is that really true? How could we check that? How could we find out if that is true? A statement can be clear but not accurate, as in "Most dogs are over 300 pounds in weight."


Precision
Could you give me more details? Could you be more specific? A statement can be both clear and accurate, but not precise, as in "Jack is overweight" (We don’t know how overweight Jack is, one pound or 500 pounds.).


Relevance
How is that connected to the question? How does that bear on the issue? A statement can be clear, accurate, and precise, but not relevant to the question at issue. For example, students often think that the amount of effort they put into a course should be used in raising their grade in a course. Often, however, "effort" does not measure the quality of student learning, and when that is so, effort is irrelevant to their appropriate grade. Depth: 


Breadth
Do we need to consider another point of view? Is there another way to look at this question? What would this look like from a conservative standpoint? What would this look like from the point of view of...? 


Logic
Does this really make sense? Does that follow from what you said? How does that follow? But before you implied this and now you are saying that, I don’t see how both can be true.

LECTURE-31

Leadership has been described as "a process of social influence in which one person can enlist the aid and support of others in the accomplishment of a common task",[1] although there are alternative definitions of leadership. For example, some understand a leader simply as somebody whom people follow or as somebody who guides or directs others, while others define leadership as "organizing a group of people to achieve a common goal".
Studies of leadership have produced theories involving traits, situational interaction, function, behavior, power, vision and values, charisma, and intelligence, among others.

The search for the characteristics or traits of leaders has been ongoing for centuries. Philosophical writings from Plato's Republic to Plutarch's Lives have explored the question "What qualities distinguish an individual as a leader?" Underlying this search was the early recognition of the importance of leadership and the assumption that leadership is rooted in the characteristics that certain individuals possess. This idea that leadership is based on individual attributes is known as the "trait theory of leadership".
The trait theory was explored at length in a number of works in the 19th century. Most notable are the writings of Thomas Carlyle and Francis Galton, whose works have prompted decades of research.[4] In Heroes and Hero Worship (1841), Carlyle identified the talents, skills, and physical characteristics of men who rose to power. In Galton's Hereditary Genius (1869), he examined leadership qualities in the families of powerful men. After showing that the numbers of eminent relatives dropped off when moving from first degree to second degree relatives, Galton concluded that leadership was inherited. In other words, leaders were born, not developed. Both of these notable works lent great initial support for the notion that leadership is rooted in characteristics of the leader.

In the late 1940s and early 1950s, however, a series of qualitative reviews of these studies (e.g., Bird, 1940; Stogdill, 1948; Mann, 1959) prompted researchers to take a drastically different view of the driving forces behind leadership. In reviewing the extant literature, Stogdill and Mann found that while some traits were common across a number of studies, the overall evidence suggested that persons who are leaders in one situation may not necessarily be leaders in other situations. Subsequently, leadership was no longer characterized as an enduring individual trait, as situational approaches (see alternative leadership theories below) posited that individuals can be effective in certain situations, but not others. This approach dominated much of the leadership theory and research for the next few decades.
B.F. Skinner is the father of behavior modification and developed the concept of positive reinforcement. Positive reinforcement occurs when a positive stimulus is presented in response to a behavior, increasing the likelihood of that behavior in the future. The following is an example of how positive reinforcement can be used in a business setting. Assume praise is a positive reinforcer for a particular employee. This employee does not show up to work on time every day. The manager of this employee decides to praise the employee for showing up on time every day the employee actually shows up to work on time. As a result, the employee comes to work on time more often because the employee likes to be praised. In this example, praise (the stimulus) is a positive reinforcer for this employee because the employee arrives at work on time (the behavior) more frequently after being praised for showing up to work on time.
The use of positive reinforcement is a successful and growing technique used by leaders to motivate and attain desired behaviors from subordinates. Organizations such as Frito-Lay, 3M, Goodrich, Michigan Bell, and Emery Air Freight have all used reinforcement to increase productivity. Empirical research covering the last 20 years suggests that reinforcement theory has a 17 percent increase in performance. Additionally, many reinforcement techniques such as the use of praise are inexpensive, providing higher performance for lower costs.

Situational theory also appeared as a reaction to the trait theory of leadership. Social scientists argued that history was more than the result of intervention of great men as Carlyle suggested. Herbert Spencer (1884) (and Karl Marx) said that the times produce the person and not the other way around.[28] This theory assumes that different situations call for different characteristics; according to this group of theories, no single optimal psychographic profile of a leader exists. According to the theory, "what an individual actually does when acting as a leader is in large part dependent upon characteristics of the situation in which he functions."
Some theorists started to synthesize the trait and situational approaches. Building upon the research of Lewin et al., academics began to normalize the descriptive models of leadership climates, defining three leadership styles and identifying which situations each style works better in. The authoritarian leadership style, for example, is approved in periods of crisis but fails to win the "hearts and minds" of followers in day-to-day management; the democratic leadership style is more adequate in situations that require consensus building; finally, the laissez-faire leadership style is appreciated for the degree of freedom it provides, but as the leaders do not "take charge", they can be perceived as a failure in protracted or thorny organizational problems. Thus, theorists defined the style of leadership as contingent to the situation, which is sometimes classified as contingency theory. Four contingency leadership theories appear more prominently in recent years: Fiedler contingency model, Vroom-Yetton decision model, the path-goal theory, and the Hersey-Blanchard situational theory.
The Fiedler contingency model bases the leader's effectiveness on what Fred Fiedler called situational contingency. This results from the interaction of leadership style and situational favorability (later called situational control). The theory defined two types of leader: those who tend to accomplish the task by developing good relationships with the group (relationship-oriented), and those who have as their prime concern carrying out the task itself (task-oriented).[31] According to Fiedler, there is no ideal leader. Both task-oriented and relationship-oriented leaders can be effective if their leadership orientation fits the situation. When there is a good leader-member relation, a highly structured task, and high leader position power, the situation is considered a "favorable situation". Fiedler found that task-oriented leaders are more effective in extremely favorable or unfavorable situations, whereas relationship-oriented leaders perform best in situations with intermediate favorability.
Victor Vroom, in collaboration with Phillip Yetton (1973) and later with Arthur Jago (1988),[33] developed a taxonomy for describing leadership situations, which was used in a normativedecision model where leadership styles were connected to situational variables, defining which approach was more suitable to which situation. This approach was novel because it supported the idea that the same manager could rely on different group decision making approaches depending on the attributes of each situation. This model was later referred to as situational contingency theory.
The path-goal theory of leadership was developed by Robert House (1971) and was based on the expectancy theory of Victor Vroom. According to House, the essence of the theory is "the meta proposition that leaders, to be effective, engage in behaviors that complement subordinates' environments and abilities in a manner that compensates for deficiencies and is instrumental to subordinate satisfaction and individual and work unit performance". The theory identifies four leader behaviors, achievement-oriented, directive, participative, and supportive, that is contingent to the environment factors and follower characteristics. In contrast to the Fiedler contingency model, the path-goal model states that the four leadership behaviors are fluid, and that leaders can adopt any of the four depending on what the situation demands. The path-goal model can be classified both as a contingency theory, as it depends on the circumstances, and as a transactional leadership theory, as the theory emphasizes the reciprocity behavior between the leader and the followers.
The situational leadership model proposed by Hersey and Blanchard suggests four leadership-styles and four levels of follower-development. For effectiveness, the model posits that the leadership-style must match the appropriate level of follower-development. In this model, leadership behavior becomes a function not only of the characteristics of the leader, but of the characteristics of followers as well.

The more you try to do in life, the more you will find that leadership makes the difference. Any endeavor you can undertake that involves other people will live or die depending on leadership. As you work to build your organization, remember this:

· Personnel determine the potential of the organization.

· Relationships determine the morale of the organization.

· Structure determines the size of the organization.

· Vision determines the direction of the organization.

LECTURE-32

Pakistan's development planning began in 1948. By 1950 a six-year plan had been drafted to guide government investment in developing the infrastructure. But the initial effort was unsystematic, partly because of inadequate staffing. More formal planning--incorporating overall targets, assessing resource availability, and assigning priorities--started in 1953 with the drafting of the First Five-Year Plan (1955-60). In practice, this plan was not implemented, however, mainly because political instability led to a neglect of economic policy, but in 1958 the government renewed its commitment to planning by establishing the Planning Commission.
The Second Five-Year Plan (1960-65) surpassed its major goals when all sectors showed substantial growth. The plan encouraged private entrepreneurs to participate in those activities in which a great deal of profit could be made, while the government acted in those sectors of the economy where private business was reluctant to operate. This mix of private enterprise and social responsibility was hailed as a model that other developing countries could follow. Pakistan's success, however, partially depended on generous infusions of foreign aid, particularly from the United States. After the 1965 Indo-Pakistani War over Kashmir, the level of foreign assistance declined. More resources than had been intended also were diverted to defense. As a result, the Third Five-Year Plan (1965-70), designed along the lines of its immediate predecessor, produced only modest growth.

A well-trained administrative staff is equipped to handle a wide variety of workplace responsibilities in a timely manner. Administrative assistants, executive assistants and administrative services managers are some of the more common job titles in this arena. Signs of a well-developed administrative team are efficiency, productivity, clear communication patterns and a solution-oriented approach that meets and exceeds organizational goals and expectations. Here are some strategies for developing an administrative staff.
Some employers conduct skills testing before hiring employees, but these tests also can be administered with longtime employees, particularly when introducing new computer software applications or company processes.
· Clarify the objective of the skills assessment. Letting workers know that the purpose of the skills tests is to assist in designing training programs will alleviate their fears of losing their jobs or being criticized or demoted.
· Treat each administrative employee as a person with unique strengths and needs. Engage in one-on-one discussions that explore employee goals, needs, challenges and interests.
· Create a timeline for skills development. Encourage administrative personnel to accelerate skills enhancement by assigning a deadline for completion of training programs. Skills development timelines are helpful for both the employer and administrative personnel. For example, an executive assistant who achieves advanced mastery of word processing software will potentially benefit from greater productivity and shorter work days.
· Personnel who work long hours, for example, cannot be expected to spend their after hours and weekends in mandatory training programs. Schedule trainings and skills discussions to take place during company downtime.

· Customers might be complaining about unclear email communications. Departmental teams may be missing project deadlines on a regular basis. Focus on common issues to identify developmental needs.
· Resolve challenges by training personnel. For example, miscommunication between clients and the company might be remedied by implementing a business communications training for administrative assistants.

· An administrative team might be consistently late in delivering documents or responding to communications. Weekly meetings help to uncover common challenges. Staff members may be in need of additional resources, information or training to get their work done in a timely manner.
· Meet separately with administrative services managers. Individuals who manage products, services and an administrative team will have different needs than those who are responsible for a sole task and/or have no direct reports. Their goals typically will center on becoming more decisive leaders and communicators, and developing more effective problem solving and conflict resolution skills.
· An administrative assistant might need additional training on a website development product in order to update website information for a new product. Executive assistants who receive comprehensive training on new company policies are in a better position to answer questions from new company partners.
· Create incentive by establishing an "Admin of the Week" award or offering gift certificates to administrative teams that meet organizational objectives in a timely manner.
For effective development planning and administration, following are the major characteristics:
1. Begin at the top. For us, it was about preserving a legacy by allowing us to propel forward, thinking bigger but within the context of a unified vision, mission, and values. The commitment to “The Longwood Way” begins with the board, CEO, and senior leadership; the senior-most leaders live, breathe, and demonstrate actionable commitment to the planning process. Strategic planning will never succeed if leaders delegate it. It begins at the top. In year one of our strategic plan, we set on accomplishing more than 150 tasks associated with strategies that fell under five core objectives. With executive and senior team leadership driving the strategy and explaining the “why” behind each task, we accomplished all that we aimed to do 12 months.
 

2. Be inclusive at all levels. Everyone’s voice matters. Across the board, staff, and volunteer ranks, we pull great ideas together and gain valuable insights throughout planning phases; we also gain practical knowledge about making the plan a reality. This ensures that the passion of our internal community runs deep for both the place and the people doing the work. Getting buy-in at all levels helped us mobilize and gave everyone a stake in the organization’s future. To develop our 40-year master plan, we had hundreds of staff and volunteers gather for a town hall brainstorming session. One central idea of the plan came from that session—from people working on the ground, in the gardens—and we are actively exploring the feasibility of it now.
 

3. Remember that skill of the hand is important to vision. A thorough understanding of the expertise needed to accomplish your goals is paramount. Without this, you may not be asking the right questions or you may not get the right answers. Surround yourself with talent and differentiated skill sets—from craftsmen to strategists, planners to designers, and those that understand risk and analysis to those who can dream big and show-off their work to the world. In hiring West 8, an urban design and landscape architecture firm, to lead our master plan for 1,077 acres, we achieved a perfect balance of skill, imagination, and passion.
 

4. Create the guidebook for decisions of all sizes. Think of your strategic plan as a guidebook for any decision your organization makes. It should be the most important tool in your management toolbox. Are the opportunities you are considering aligned with your values? Will a decision advance your organization toward its vision? Your mission, values, and vision should always be front and center in all that you do. We keep our strategic plan top of mind, and we refer to it daily. We also review it twice annually to reforecast timelines and budgets.
 

5. Understand that flexibility is critical. Things change every day. Your strategic plan is a guidebook, but it is also a fluid, ever-evolving document. Out of the hundreds of tasks we initially outlined to accomplish over the last five-year period, many changed and evolved, just like circumstances changed due to economic fluxes and shifting priorities. But we always kept track of where we were, referring back to the plan and looking ahead.
Done well, Development Planning and Administration comes alive when employees are involved in setting goals and determining the means to reach them.
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