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LECTURE-1
Course Objectives:

The course on Fundamentals of Public Administration has following objectives:

1) Understand the evolution of the concept of public administration and its importance;

2) Understand the role of government;

3) Understand the role and core functions of public manager;

4) Understand the structure of government /organizations;

5) Create understanding about the skills required by the public manager in imparting his responsibilities; and

6) Understand the changing roles of government and public managers.

Public Administration:

Public Administration deals not only with the processes but also with the substantive matters of administration, such as Defence, Law and Order, Education, Public Health, Agriculture, Public Works, Social Security, Justice, Welfare, etc. We conclude the scope of public administration with the statement of Lewis Meriam: “Public Administration is an instrument with two blades like a pair of scissors. One blade may be theoretical knowledge; the other blade is the knowledge of the subject matter in which these techniques are applied. Both blades must be good to make an effective tool”.



We may conclude the discussion with the observation of Herbert Simon who says that Public Administration has two important aspects, namely deciding and doing things. The first provides the basis for the second. One cannot conceive of any discipline without thinking or deciding.
Thus Public Administration is a broad-ranging and an amorphous combination of theory and practice.
The importance of Public Administration as a specialized subject can be attributed to the following reasons:
1. One of the important reasons is the practical concern that the government today has to work towards the public interest. The first and foremost objective of public administration is to efficiently deliver public services. In this context, Wilsonian definition of the subject as efficiency promoting and pragmatic field was the first explicitly articulated statement on the importance of a separate discipline of Public Administration. During the first half of the preceding century, a numbers of countries have appointed committees to look into the problems of administration and recommended suitable administrative
machinery to respond to diverse public needs. 

2. Administration is looked at, in the social science perspective, as a cooperative and social activity. Hence the concern of academic inquiry would be to understand the impact of government policies and operations on society. 
Questions like what kind of society do the policies envisage?; to what extent administrative action is non-discriminatory? how is public administration functioning and what are the immediate and long term effects of governmental action on the social structure, the economy and polity; requiring careful analysis. From the social science perspective, public administration, as a discipline, has to draw on a variety of sister disciplines such as History, Sociology, Economics, Geography, Philosophy, Psychology, etc., with the objective to explain and not just to prescribe.

3. Public Administration has a special status in the developing countries. Many of these countries, after independence from the colonial rule have stressed upon speedy socio – economic development. Obviously, these countries have to rely on government for speedy development. The latter requires a public administration to be organized and effectively operated for increasing productivity quickly. Likewise, social welfare activities have to be effectively executed. These aspects have given birth to the new sub-discipline of development administration. The emergence of development administration is indicative of a felt need for a body of knowledge about how to study the third world administration and at the same time to bring about speedy socio-economic development with government’s intervention. Development administration has therefore, emerged as a sub-discipline to serve the cause of development.

4. Public Administration, as witnessed holds a place of significance in the lives of people. It touches them at every step. For most of their needs, the citizens depend upon Public Administration. In view of the important role of Public Administration in the lives of people, the citizens of a country cannot be ignored. Therefore, its teaching should become a part of the curriculum of educational institutions. People must get to know about the structure of government, the activities it undertakes and the manner in which these are actually performed. The study of Public Administration will contribute to the realization of the values of citizenship.

The view points of eminent scholars, as referred to below, amply reflect the significance of public administration:



Woodrow Wilson: “Administration is the most obvious part of government; it is government in action, it is the executive, the operative and the most visible side of the government.

Brooke Adams: “Administration is an important human faculty because its chief function is to facilitate social change and to cushion the stock of social revolution”.

W.B. Donham, ‘If our civilization fails, it will be mainly because of breakdown of administration’. 

Paul H. Appleby: ‘Administration is the basis of government. No government can exist without administration. Without administration government would be a discussion club, if indeed, it could exist at all’.

Public Administration mainly concerned with the performance of various activities performed by government in the public interest. Felix A. Nigro aptly remarks, “The real core of administration is the basic service which is performed for the public”.



An instrument for implementing policies: Modern governments go a long way in formulating and adopting sound policies laws and regulations. It should not be forgotten that such policies, laws, etc. are not merely printed papers. Such paper declarations of intent are translated into reality by public administration thus converting words into action and form into substance.

A Stabilizing Force in Society: 
Public Administration is a major force for bringing stability in society. It has been observed that though government often changes, but violent change is seldom experienced by administration. An element of continuity between the old and the new orders is provided by Public Administration. It does not hold true only of constitutional changes of government in democratic countries, but is also reflected when there are revolutionary changes in the form and character of government.


An instrument of Social Change and Economic Development:

Public Administration’s role as a change agent is particularly crucial in developing nations. It is expected of the state at present to work for accelerating socio-economic change and not to be a passive agency to maintain the status quo.
Significance of Public Administration:
"The way in which the public administration operates, provides or restricts information, delivers services in an equitable or discriminatory manner and provides or prevents opportunities for people's voice in the policy making debate has a direct impact on the way citizens perceive the degree of legitimacy of the democratic system."

This statement by the UN Secretary-General speaks to the pivotal role that effective Public Administration can play in building trust in democracy. By providing citizens with a critical space for interaction, Public Administration acts as a bridge between government and society, and plays a fundamental role in shaping legitimate state-society relationships. Global forces demand fundamental changes of the social, economic, political, and administrative systems throughout the countries. The impact of global forces on Public Administration, however, is remarkably different among countries, especially between Western and Non-western countries, and between more developed and less developed countries. National bureaucracies respond differentially to global forces, while the international environment is increasingly affecting national bureaucracies. The first type of national bureaucracies tends to happen in developed countries (e.g., the Western European and North American countries) where globalization leads to strong Public Administration Systems which in turn respond positively to globalization. In the second type of national bureaucracies where authoritarian elites or single parties are most likely to control the flows of information, however, these positive interactive effects between globalization and public administration are not quite effective. Those countries open to globalization seek to keep their culture, norms, and social or political systems intact, while technical, scientific, financial, and economic activities are affected and changed by global forces. The role of Public Administration on globalization in those countries is limited. Public bureaucracies in many developing countries are likely to attempt to control or manipulate the distribution and circulation of government information to maintain their regime at the expense of the public interest. Utilizing information technology, citizens in Western nations are more likely to have access to government information, whereas citizens in non-Western nations are not equally accessible to government information. Advanced information system is usually available in only developed countries, while many developing countries are limited in the application of advanced information technology to Public Administration.
The last type of national bureaucracies happens in rapidly developing countries, including the East Asian countries and Eastern European countries, where the economy is booming and information technology is emerging. However, it remains questionable whether those countries have benefited from globalization due to their Public Administration Systems. The first-tier Newly Industrialized Economies (NIEs), including the East Asian countries, such as Hong Kong, Singapore, Taiwan, and South Korea, and the Eastern European countries, such as Hungary, Poland, Bulgaria, and Czechoslovakia that have benefited from globalization appear to have done so by strong political leadership, technocrats’ economic development plans, and citizens’ efforts rather than transitioning public administration systems.

Democracy:

Democracy is a universally recognized ideal and is one of the core values of the United Nations. 

Democracy provides an environment for the protection and effective realization of human rights. These values are embodied in the Universal Declaration of Human Rights and further developed in the International Covenant on Civil and Political Rights, which enshrines a host of political rights and civil liberties underpinning meaningful democracies.

United Nations activities in support of democracy and governance are carried out through the United Nations Development Programme (UNDP), the United Nations Democracy Fund (UNDEF), the Department of Peacekeeping Operations (DPKO), the Department of Political Affairs (DPA) and the Office of the High Commissioner for Human Rights (OHCHR), among others. Such activities are inseparable from the UN’s work in promoting human rights, development, and peace and security, and include:

· assisting parliaments to enhance the checks and balances that allow democracy to thrive;

· helping to strengthen the impartiality and effectiveness of national human rights machinery and judicial systems;

· helping to develop legislation and media capacities to ensure freedom of expression and access to information;

· providing electoral assistance and long-term support for electoral management bodies; and
· promoting women’s participation in political and public life.

Over the past 20 years the United Nations has provided various forms of electoral assistance to more than 100 countries — including advisory services, logistics, training, civic education, computer applications and short-term observation. Democracy has emerged as a cross-cutting issue in the outcomes of the major United Nations conferences and summits since the 1990s and in the internationally agreed development goals they produced, including the Millennium Development Goals.

The UN General Assembly has reaffirmed that “democracy is a universal value based on the freely expressed will of people to determine their political, economic, social and cultural systems and their full participation in all aspects of their lives,” as previously stated in the outcome document of the World Summit in September 2005.  At that summit, governments renewed their commitment to support democracy and welcomed the establishment of a Democracy Fund at the United Nations.  The large majorities of UNDEF funds go to local civil society organizations for projects that strengthen the voice of civil society, promote human rights, and encourage the participation of all groups in democratic processes.
LECTURE-2

Key planning issues for Today’s Managers:
1. two-speed economy
Australia weathered the financial storm better than most, but there are still areas of risk and reward. It's all part of the two-speed economy that Associate Professor Nick Wailes, Associate Dean of Executive Education at the University of Sydney, says we have always had. "If you're exposed to consumer demand, or you're a manufacturing exporter or in retail then things look pretty grim," Wailes says. "You'd expect to see low growth in the near term. There'd be concern in those sectors about the tailing off of the fiscal stimulus. In the resources sector though, we're witnessing the opposite."

It's important to note that the two sides of the economy do not operate independently, Wailes says. Unbalanced growth means pressures from the rapidly growing sectors of the economy can negatively impact slower-growing sectors. One area of major importance in 2011 will be staffing and talent. "Successful companies invest in retaining talent through tough times, so they can compete in the future," Wailes says. "And diversification is another key area in this economic climate, including doing whatever can be done to minimise exposure to the low-growth parts of the economy."

Tip: Concentrate on staff retention and diversification to reduce risk in an uncertain climate.
2. Global economic health
The biggest issue for Australian companies in terms of global economic health is business confidence, says Keith Skinner, Chief Operating Officer of Deloitte Australia. In a recent quarterly survey of CFOs in Australia, Deloitte Australia found confidence had dropped. This was a backwards step after rises in the previous three quarters.

"The biggest issue was sovereign risk," Skinner says. "Greece was in the news and other countries in Europe were expected to follow. Eighty per cent of CFOs felt the increasing sovereign risk would have a negative impact on the speed of Australia's economic recovery, and 76 per cent said it would negatively impact their access to credit." Confidence generates investment, and investment has extremely valuable flow-on effects. But a lack of confidence drains value from the market, Skinner points out.

Despite the gloom, Deloitte's COO is seeing positive signs that business believes a recovery is taking place, but there's one nation we'll always look to before we truly believe it.

"When we see signs of growth in the US it will have great effects," he says. "It's critical for us that the US market gets going."

Tip: For a full economic recovery a change in thought processes is required: from 'glass is half empty' to 'glass is half full'.
3. Development and training
As managers look to increase levels of innovation and agility within their organisations, the need for staff development and training becomes greater, says David Wakeley, CEO of the Australian Institute of Management (AIM). "Developing and retaining an effective and engaged pool of talent is becoming critical to ensuring business success.

"Organizations should take central responsibility for developing and reviewing their talent management strategy," Wakeley says. "It's likely to become increasingly important for managers to identify individual learning and development needs and/or the need for job redesign. This can be done as a part of individual performance planning, or broader succession planning, or less formally through discussions with managers."

Career recognition programs can include shadowing and coaching/mentoring opportunities as well as implementation of training and development plans, Wakeley suggests. At the same time, Wakeley says, the nature of training is expected to change in the near future from focusing on hard skills, such as project management and finance, to a balance of hard and soft skills, such as team development. It's also expected that online learning will blend more with face-to-face sessions as people increasingly use new technology.

Tip: Formalize the implementation of mentoring, coaching and training procedures in order to increase agility and improve staff retention.

4. Export opportunities
Ian Murray, Executive Director of the Australian Institute of Export, believes there are amazing opportunities on offer to Australian exporters in the near term. "There will be continued growth of opportunities throughout South-East Asia for two reasons: one is that we now have a free-trade agreement with countries in the ASEAN group; the other is that these nations are experiencing growth of the middle class.

"The diversification involved with export is healthy in today's economic environment, and export will grow because of the internet and the ease with which a business can sell products offshore. Today's entrepreneurs have been born into a global environment."

Businesses looking to export should test the waters by heading first into New Zealand, Murray says, then to nearby territories such as Singapore and Malaysia. "These territories are not too far away, and they are a great training ground before heading into different cultures and new business environments."

Tip: Whether you're currently exporting or looking to begin, look to the markets in our own region of the world for great growth opportunities.
5. Sustainability issues
Despite the shelving of the Emissions Trading Scheme (although at time of printing the Greens had moved it firmly front and centre again), organizations have plenty to be concerned about in terms of sustainability, says Professor Carol Adams, Pro Vice-Chancellor Sustainability at La Trobe University.

"A key issue is to build trust with stakeholders, and there are a lot of organizations not doing this right now," she says. "The public are concerned about sustainability and climate change, including broad issues such as limitations of natural resources."

Several years ago, Adams says, "PR fluff" might have worked in convincing the public of an organisation's environmental credentials, but not anymore. "You have to build credibility by managing performance and setting targets," Adams, also a judge for the ACCA's Sustainability Reporting Awards, says. "Another key area in terms of sustainability is risk management. The BP oil rig example shows us what happens when organizations aren't doing this well.

"Finally, when a company is competing for great staff, top graduates, and better relations with their communities, those organizations that are really serious about social responsibility and sustainability management performs very strongly."

Tip: Make sustainability a serious issue in your business - as important as the bottom line - because it is to many stakeholders.
6. The war for talent
Although the effects of the global financial crisis still reverberate, a skills shortage is with some of us, again. "The skills shortage is returning with a vengeance," says Judy Higgins, a business consultant in the field of workforce planning. "We know there are already serious shortages in engineering and in specialized jobs in mining, for instance. Some businesses are going to be in terrible trouble.

"Businesses who will do well are planning ahead. They do regular skills audits so they have a very good idea of what their skills requirements are going to be in the future," says Higgins. "This allows them to train staff ahead of time."

Managers should have a three to five-year view of where their company is going in order to have enough time to source and train people to get the work done, Higgins says. They should also be creative in their approach: looking into areas that previously have not been engaged, including disabled, indigenous or older people. Creativity also means allowing flexible work practices to provide options for potential staff.

Tip: Take the time to plan your skills needs ahead of time by keeping a three to five-year map of where your organization is going.
7. Customized technology
Observe business travelers in airports and you'll see a good percentage using their own devices, such as iPhones and net books, rather than laptops provided by their employers. It points to the fact that a revolution is taking place in the world of corporate technology, says Iggy Pintado, Director of Marketing, Sustainability and Innovation at UXC Connect.

"IT companies used to plan around what you needed at the time, not for the outcome," Pintado, author of Connection generation, says. "These days, the solution must deliver operational efficiency as well as being financially and environmentally viable, and fitting in to a new way of working.

"You need to look at technologies that make sense to your people and that allow the infrastructure to be agile, consolidated and highly available from anywhere. We're talking about highly mobile devices with cloud- and location-based data services."

Working nine-to-five from a desktop computer in an office is no longer the most effective and productive model in many organisations, Pintado says, so management and IT departments must provide what their staff need in terms of technology, for today and for the future.

Tip: Don't supply technology that did the job 10 years ago. Instead, ask staff what exactly they need and plan a customised solution around that.
8. Leadership: the right stuff
There are four fundamental traits of an effective leader, says Dallas Burgess, an organizational psychologist with People Advantage. They are self-awareness, confidence, stress management and the intellectual capability to make sound judgments within the context of the complexity of the organization.

The complexity of businesses today is fast changing and requires a leader who can keep up, Burgess says. "If a leader can't get their head around the complexity and clarify it, simplify it then communicate it to staff then they will fail," he says.

"Stress management is about not regressing to a lower level when you're stressed, and having the self-awareness to recognize when you are."

It may seem like just common sense, but confidence, of course, is important in the correct doses. While under-confidence takes away from a person's ability to lead, overconfidence leads to dysfunctionality, such as narcissism.

"One of the most significant failures in choosing leaders is a lack of recognition of the importance of the impact of the level of leadership that has to be performed," Burgess says. "It's often many rungs above the person's last role."

Tip: Recognise that leadership is very different to management, with an entirely new set of challenges involved, then work on those challenges.

9. Key staff issues
Many people lost a level of engagement with their employer due to the way restructures and other pressures during the GFC were handled, says Simon Meyer, National Director of Michael Page International. With a re-emerging skills shortage, staff issues must be seriously considered.

"Communication is vital," Meyer says. "Staff should feel they're working under leadership that's caring about how things look for them from a career perspective.

"Last year the leadership message was about getting through month by month. It's now about inspiration and personal fulfillment. We're seeing organizations become more holistic in terms of how they're looking at employment benefits. There has been a lot of uncertainly and it has made staff think about how much time they have with family and what's important to them."

Tip: Communicate on an individual level with staff about career advancement and work/life balance, then act on it.
10. Fair Work Act
The Fair Work Act is a document that covers such areas as employment rights, award rates, enterprise agreements, working hours, flexible arrangements, leave, termination and much more.

With Labor returned, its main outlines are unlikely to be tampered with in the near future, says Associate Professor Anne Junor, from UNSW's Australian School of Business. She says there are useful online resources.

Changing organizing trends at the workplace:

There can be no administration without organization. “Organization is the basic tool by means of which the administrative process is kept operating.” The term organization is derived from the word ‘organicism’ which means an organized body of interdependent parts sharing common activity.

Organization is the form of every human association for the attainment of a common purpose. ‘By organization we mean planned system of cooperative effort in which each participant has a recognized role to play and duties and tasks to perform.

“Organization is the formal structure of authority through which work sub-divisions are arranged, defined and coordinated for the defined objective.” Organization is concerned with the patterns of relationship between persons in an enterprise, so constructed as to fulfill the enterprisers function. Pfiffner says “Organization consists of the relationship of individual to individuals and of group to group which are so related to bring about an orderly division of labor.

Organization is the arrangement of personnel for facilitating the accomplishment of agreed purpose through allocation of functions and responsibilities. Organization is a system of consciously coordinated activities of two or more persons. Organization is the relating of efforts and capacities of individuals and group engaged upon a common task in such a way as to secure a desired objective with the least friction and the most satisfaction for whom the task is done and those engaged in the enterprise.

The term organization connotes different things to different people. It is used in three different senses that is the act of designing the administrative structure, both designing and building of administrative structure and the administrative structure itself. These three views represent a mechanistic (structural) view in the sense that they do not convey the idea of human relationships (informal relations). However, an organization is both a structure and a set of human relationships. An organization has three primary elements viz., persons, combined efforts and common purpose. Thus, ‘The elements of organization are common purpose, communication and willingness to serve.

The major functions of an organization is dividing work among members, formulating standard practices, providing a communication system, transmitting decisions and training the members. Bases of Organization

Purpose:
There should be a purpose or function of an organization. Purpose means function. The organization based on the purpose (function) are; Defence Department Health Department, Labor Department Human Resource and Development Department. The merits of organization based on purpose (function) are:

(a) It gives coherent mission to organization.

(b) It eliminate overlapping and duplication of work.

(c) It facilitates development of coordinated policies.

(d) It enables the fixation of responsibility for failures.

(e) It is easily intelligible to the common.

The demerits of purpose based organization are:

(i) It neglects the subordinate type of work.

(ii) It ignores latest technologies.

(iii) It leads to departmentalism in thinking.

Process Based Organization:
When technique or specialized skills is used by the organizations then such organizations are process based organizations. Space Department, Law Department, Ocean Department, Electronics Department are process based organizations. The merits of process organizations are:

1. It facilitates the maximum amount of specialization.

2. It makes sure the maximum utilization of up-to-date skill.

3. It secures economy due to maximum use of labor-saving machinery.

4. It encourages coordination in technical work.

5. It is conducive to the development of career service.

The demerits of process based organization are:

(i) It is of limited use as it cannot be applied in non-technical activities.

(ii) It gives more importance to the means than to the ends.

(iii) It develops professional arrogance and leads to conflicts.

(iv)It neglects the series of generalist administrators.

Persons-Based Organization:
It means the group of people (clientele) served by the organization. The persons based organizations are: Rehabilitation Department, Tribal Welfare Department, and Women Welfare Department etc.

The merits of clientele based organizations are responsible for all the needs of a group. It facilitates coordination of different services provided for the beneficiaries. It establishes close relationship between the target group and organization. It enables holistic approach to problems. The demerits of clientele organization are: it leads to the creation of large number of small departments. It creates jurisdictional disputes between departments. It violates the principle of specialization due to multi-functional characters. It makes organization vulnerable to improper influences of pressure groups.

Based Organization Place:
It means the territory covered by the organization. Organization for instance based on territorial area is External Affairs Department and territorial division within it. Damodar valley Corporation, The merits of place principle are. It facilitates coordination of different services provided a specified area; it allows the adaptation of national policies to the needs of areas concerned. It is suitable in cases of long distance and communication difficulties. It secures economy due to reduction in travel and communication cost.

The demerits of place principle are; it is counter to uniformity in the administration of national policies; it fosters localism at the cost of national outlook and solidarity; it violates the principle of specialization due to multifunctional character; it makes organization vulnerable to improper influences of regional interests and pressure groups.

Leadership:
 If you have the desire and willpower, you can become an effective leader. Good leaders develop through a never ending process of self-study, education, training, and experience (Jago, 1982). This guide will help you through that process.

To inspire your workers into higher levels of teamwork, there are certain things you must be, know, and, do. These do not come naturally, but are acquired through continual work and study. Good leaders are continually working and studying to improve their leadership skills; they are NOT resting on their laurels.

Definition of Leadership

The meaning of a message is the change which it produces in the image. — Kenneth Boulding in the Image: Knowledge in Life and Society.
Leadership is a process by which a person influences others to accomplish an objective and directs the organization in a way that makes it more cohesive and coherent. This definition is similar to Northouse's (2007, p3) definition — Leadership is a process whereby an individual influences a group of individuals to achieve a common goal.

Leaders carry out this process by applying their leadership knowledge and skills. This is called Process Leadership (Jago, 1982). However, we know that we have traits that can influence our actions. This is called Trait Leadership (Jago, 1982), in that it was once common to believe that leaders were born rather than made. 

LECTURE-3

Skills of Effective Leaders:

Having a great idea and assembling a team to bring that concept to life is the first step in creating a successful business venture. While finding a new and unique idea is rare enough; the ability to successfully execute this idea is what separates the dreamers from the entrepreneurs. However you see yourself, whatever your age may be, as soon as you make that exciting first hire, you have taken the first steps in becoming a powerful leader. When money is tight, stress levels are high, and the visions of instant success don’t happen like you thought, it’s easy to let those emotions get to you, and thereby your team. Take a breath, calm yourself down, and remind yourself of the leader you are and would like to become. Here are some key qualities that every good leader should possess, and learn to emphasize.
Honesty
Whatever ethical plane you hold yourself to, when you are responsible for a team of people, its important to raise the bar even higher. Your business and its employees are a reflection of yourself, and if you make honest and ethical behavior a key value, your team will follow suit.

Ability to Delegate
Finessing your brand vision is essential to creating an organized and efficient business, but if you don’t learn to trust your team with that vision, you might never progress to the next stage. It’s important to remember that trusting your team with your idea is a sign of strength, not weakness. Delegating tasks to the appropriate departments is one of the most important skills you can develop as your business grows. The emails and tasks will begin to pile up, and the more you stretch yourself thin, the lower the quality of your work will become, and the less you will produce.

The key to delegation is identifying the strengths of your team, and capitalizing on them. Find out what each team member enjoys doing most. Chances are if they find that task more enjoyable, they will likely put more thought and effort behind it. This will not only prove to your team that you trust and believe in them, but will also free up your time to focus on the higher level tasks, that should not be delegated. It’s a fine balance, but one that will have a huge impact on the productivity of your business.

Communication
Knowing what you want accomplished may seem clear in your head, but if you try to explain it to someone else and are met with a blank expression, you know there is a problem. If this has been your experience, then you may want to focus on honing your communication skills. Being able to clearly and succinctly describe what you want done is extremely important. If you can’t relate your vision to your team, you won’t all be working towards the same goal.

Training new members and creating a productive work environment all depend on healthy lines of communication. Whether that stems from an open door policy to your office, or making it a point to talk to your staff on a daily basis, making yourself available to discuss interoffice issues is vital. Your team will learn to trust and depend on you, and will be less hesitant to work harder.

Sense of Humor
If your website crashes, you lose that major client, or your funding dries up, guiding your team through the process without panicking is as challenging as it is important. Morale is linked to productivity, and it’s your job as the team leader to instill a positive energy. That’s where your sense of humor will finally pay off. Encourage your team to laugh at the mistakes instead of crying. If you are constantly learning to find the humor in the struggles, your work environment will become a happy and healthy space, where your employees look forward to working in, rather than dreading it. Make it a point to crack jokes with your team and encourage personal discussions of weekend plans and trips. It’s these short breaks from the task at hand that help keep productivity levels high and morale even higher.

Confidence
There may be days where the future of your brand is worrisome and things aren’t going according to plan. This is true with any business, large or small, and the most important thing is not to panic. Part of your job as a leader is to put out fires and maintain the team morale. Keep up your confidence level, and assure everyone that setbacks are natural and the important thing is to focus on the larger goal. As the leader, by staying calm and confident, you will help keep the team feeling the same. Remember, your team will take cues from you, so if you exude a level of calm damage control, your team will pick up on that feeling. The key objective is to keep everyone working and moving ahead.

Commitment
If you expect your team to work hard and produce quality content, you’re going to need to lead by example. There is no greater motivation than seeing the boss down in the trenches working alongside everyone else, showing that hard work is being done on every level. By proving your commitment to the brand and your role, you will not only earn the respect of your team, but will also instill that same hardworking energy among your staff. It’s important to show your commitment not only to the work at hand, but also to your promises. If you pledged to host a holiday party, or uphold summer Fridays, keep your word. You want to create a reputation for not just working hard, but also be known as a fair leader. Once you have gained the respect of your team, they are more likely to deliver the peak amount of quality work possible.

Positive Attitude
You want to keep your team motivated towards the continued success of the company, and keep the energy levels up. Whether that means providing snacks, coffee, relationship advice, or even just an occasional beer in the office, remember that everyone on your team is a person. Keep the office mood a fine balance between productivity and playfulness.

If your team is feeling happy and upbeat, chances are they won’t mind staying that extra hour to finish a report, or devoting their best work to the brand.

Creativity
Some decisions will not always be so clear-cut. You may be forced at times to deviate from your set course and make an on the fly decision. This is where your creativity will prove to be vital. It is during these critical situations that your team will look to you for guidance and you may be forced to make a quick decision. As a leader, it’s important to learn to think outside the box and to choose which of two bad choices the best option is. Don’t immediately choose the first or easiest possibility; sometimes it’s best to give these issues some thought, and even turn to your team for guidance. By utilizing all possible options before making a rash decision, you can typically reach the end conclusion you were aiming for.

Intuition
When leading a team through uncharted waters, there is no roadmap on what to do. Everything is uncertain, and the higher the risk, the higher the pressure. That is where your natural intuition has to kick in. Guiding your team through the process of your day-to-day tasks can be honed down to a science. But when something unexpected occurs, or you are thrown into a new scenario, your team will look to you for guidance. Drawing on past experience is a good reflex, as is reaching out to your mentors for support. Eventually though, the tough decisions will be up to you to decide and you will need to depend on your gut instinct for answers. Learning to trust yourself is as important as your team learning to trust you.

Ability to Inspire
Creating a business often involves a bit of forecasting. Especially in the beginning stages of a startup, inspiring your team to see the vision of the successes to come is vital. Make your team feel invested in the accomplishments of the company. Whether everyone owns a piece of equity, or you operate on a bonus system, generating enthusiasm for the hard work you are all putting in is so important. Being able to inspire your team is great for focusing on the future goals, but it is also important for the current issues. When you are all mired deep in work, morale is low, and energy levels are fading, recognize that everyone needs a break now and then. Acknowledge the work that everyone has dedicated and commend the team on each of their efforts. It is your job to keep spirits up, and that begins with an appreciation for the hard work.

LECTURE-4

Developing Your Leadership Skills:

The ability to lead effectively is based on a number of key skills. These skills are highly sought after by employers as they involve dealing with people in such a way as to motivate, enthuse and build respect. Ideally a leader wants people to follow them because of the trust and respect they have earned – not because they are told to.  Leadership roles are all around us, not just in a work environment, and although these pages focus on leadership skills from the perspective of working in an organization, the skills can be applied to any situation where you are required to take the lead.
People with vested interests in the subject of leadership (academics and those offering leadership training or literature of some sort) are convinced that leadership skills can be taught.  Many successful leaders however have never had any formal training; for them it is a state of mind, their personalities and personas that make them successful leaders.  You can of course learn about effective leadership skills and practices but being able to implement them yourself may require an altogether different set of skills and attitudes.  The question “Can leadership be taught?” has no simple answer and I do not want to argue for one side or the other, but rather keep an open mind on the subject and provide information about the skills good leaders need.


The most important skill a leader needs is to be able to make decisions; leadership is all about having a vision of where you want to be and making decisions along the way to get closer to achieving this vision.  Decision-making in leadership however involves other people as leaders need followers, so the decision-making process will usually have an impact on your team of followers.  With this in mind, a good leader also needs strong ‘people skills' since a leader needs to be able to communicate the vision and motivate the team to follow. 
Along the way to achieving the vision the leader will come upon many problems - effective problem solving is therefore another key leadership skill.  Problems come in all shapes and sizes, from those related to the people in your team when mediation skills may be needed, to those of a more strategic nature and everything in between.  A good leader will not be afraid of problems and, with trust and respect, followers will not be afraid to discuss problems or potential problems. With a positive attitude, problems can become opportunities and learning experiences.  A leader’s biggest asset is information as the more information a leader possesses about the how to achieve the vision or individual goals along the way, the more the leader learns about the direction needed to get there.  Problems provide information and therefore good problem solving is a very powerful skill for the leader. See our Problem Solving pages for more about solving problems effectively.

As with anything in life, things do not always go according to plan and leadership is no exception. The direction a leader takes in order to realize their vision is likely to change.  Strong leaders embrace change and can adapt quickly and efficiently to new situations since they learn to balance opportunity and risk while being aware of their (and their team’s) strengths and weaknesses.

A leader also needs to be a strong facilitator - that is providing the support necessary for the team to achieve their goals.  Support may be as simple as words of encouragement or a specific tool needed to perform a task.  By listening to team-members, a leader can often learn about the barriers preventing a goal from being achieved and, through facilitation, find a way to an appropriate solution.


A common mistake of a leader is to try to do everything themselves.  A good leader will delegate responsibility to team members and, with the help of motivation and facilitation, aim to enable success.  Delegation also allows the leader to learn more about the strengths and weaknesses of the team members and therefore make better informed decisions about individual roles and responsibilities.


Motivation:
According to Stephen Covey, I am not a product of my circumstances. I am a product of my decisions in other words; results are the product of motivation which is created by the desire to do more. Internal and external factors that stimulate desire and energy in people to be continually interested and committed to a job, role or subject, or to make an effort to attain a goal. Motivation results from the interaction of both conscious and unconscious factors such as the (1) intensity of desire or need, (2) incentive or reward value of the goal, and (3) expectations of the individual and of his or her peers. These factors are the reasons one has for behaving a certain way. An example is a student that spends extra time studying for a test because he or she wants a better grade in the class. 
Ask any person who is successful in whatever he or she is doing what motivates him/her, and very likely the answer will be "goals". Goal Setting is extremely important to motivation and success. So what motivates you? Why are you in college? If you are in college because that's what your parents want, you may find it difficult to motivate yourself. Sure, it's possible to succeed with someone else providing the motivation for you. ("If you graduate from college, I'll give you a car!" or worse "If you don't graduate from college, you won't get a car.") But motivation that comes from within really makes the difference.

Certainly, you need some intelligence, knowledge base, study skills, and time management skills, but if you don't have motivation, you won't get far. Think about this analogy. You have a car with a full tank of gas, a well-tuned engine, and good set of tires, quadraphonic CD system, and a sleek, polished exterior. There it sits. This car has incredible potential. (Have you heard that before?) However, until a driver sits behind the wheel, puts the key in the ignition, and cranks it up, the car doesn't function. You guessed it; the KEY is MOTIVATION.

Interest is an important motivator for a student. So is a desire to learn. When you link these two things together, you create success. Often success in an endeavor leads to more interest and a greater desire to learn, creating an upward spiral of motivation toward a goal you have established.

Motivation Theories:

Maslow’s Needs Theory:

Abraham Maslow developed the Hierarchy of Needs model in 1940-50s USA, and the Hierarchy of Needs theory remains valid today for understanding human motivation, management training, and personal development. Indeed, Maslow's ideas surrounding the Hierarchy of Needs concerning the responsibility of employers to provide a workplace environment that encourages and enables employees to fulfil their own unique potential (self-actualization) are today more relevant than ever. Abraham Maslow's book Motivation and Personality, published in 1954 (second edition 1970) introduced the Hierarchy of Needs, and Maslow extended his ideas in other work, notably his later book Toward A Psychology Of Being, a significant and relevant commentary, which has been revised in recent times by Richard Lowry, who is in his own right a leading academic in the field of motivational psychology.

Abraham Maslow was born in New York in 1908 and died in 1970, although various publications appear in Maslow's name in later years. Maslow's PhD in psychology in 1934 at the University of Wisconsin formed the basis of his motivational research, initially studying rhesus monkeys. Maslow later moved to New York's Brooklyn College.

The Maslow's Hierarchy of Needs five-stage model below (structure and terminology - not the precise pyramid diagram itself) is clearly and directly attributable to Maslow; later versions of the theory with added motivational stages are not so clearly attributable to Maslow. These extended models have instead been inferred by others from Maslow's work. Specifically Maslow refers to the needs Cognitive, Aesthetic and Transcendence (subsequently shown as distinct needs levels in some interpretations of his theory) as additional aspects of motivation, but not as distinct levels in the Hierarchy of Needs.

There have been very many interpretations of Maslow's Hierarchy of Needs in the form of pyramid diagrams. The diagrams on this page are my own interpretations and are not offered as Maslow's original work. Interestingly in Maslow's book Motivation and Personality, which first introduced the Hierarchy of Needs, there is not a pyramid to be seen.

Each of us is motivated by needs. Our most basic needs are inborn, having evolved over tens of thousands of years. Abraham Maslow's Hierarchy of Needs helps to explain how these needs motivate us all.

Maslow's Hierarchy of Needs states that we must satisfy each need in turn, starting with the first, which deals with the most obvious needs for survival itself.

Only when the lower order needs of physical and emotional well-being are satisfied are we concerned with the higher order needs of influence and personal development.

Conversely, if the things that satisfy our lower order needs are swept away, we are no longer concerned about the maintenance of our higher order needs.

Maslow's original Hierarchy of Needs model was developed between 1943-1954, and first widely published in Motivation and Personality in 1954. At this time the Hierarchy of Needs model comprised five needs. This original version remains for most people the definitive Hierarchy of Needs.
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Level 1: Physiology, Body

Physiological needs are biological needs and include the needs for oxygen, food, water, shelter, etc. They are the basis for the hierarchy and are the strongest needs because if a person were deprived of all needs, the physiological ones come first in the person's search for satisfaction.

Level 2: Security

According to Maslow, the need for security becomes evident only after a person's physiological needs are met. While most adults are not acutely aware of security needs until a crisis arises, it is important to understand this need and for managers to provide a safe workplace.

Level 3: Belonging, Social

Once the needs for safety are met, the need for a sense of belonging, one in which a give-and-take relationship is nurtured, becomes evident. Maslow states that people seek to overcome feelings of loneliness and alienation and managers must understand this to ensure employee involvement, production and motivation, etc.

Level 4: Self-Esteem

Once the first three classes of needs are met, the need for self-esteem can become dominant. Because this includes the esteem a person gets from others, managers who understand this can use this tool to help ensure employees and team members feel valued and respected, driving up self-esteem.

This will positively impact the employee and the employee's motivation levels, productivity, ability to work on a team and alone, etc. On the other hand, if these needs are not met, an employee may become frustrated, feel inferior and worthless and he or she may withdraw.

Level 5: Self-Actualization

The need for self-actualization develops only after all of the foregoing needs are satisfied. According to Maslow, self-actualization is a person's need to do that which he or she feels they are meant to do. As a manager, it is important to help employees or team members find this, otherwise the employee will become dissatisfied, restless, unproductive and may even look for satisfaction elsewhere.

Using the Theory:

Maslow's Hierarchy of Needs is not so much a technique or process to use as an idea to have in mind when you're thinking about how you meet a team member's needs (for example, during a quarterly review).

Managers often instinctively want to use salary raises as a way of motivating team members. However the reality is usually that they have a fixed "pot" of raises to offer to their team members, and this often does not allow the rewards they want to give.

Maslow's theory is important for two reasons: Firstly it points out that people's needs are not just met by hard cash (which arguably addresses levels 1 and 2). People have many needs which have to be met, and while people may be very well paid, they can still be unsatisfied if these needs aren't met.

Secondly, it gives managers a whole range of tools that they can use to build team satisfaction, even if they don't have much money to give out. It usually doesn't cost much to provide a safe working environment. It's often inexpensive to have team socials (for example, around a barbecue) where team members can get to know one-another outside the work environment. And it costs nothing to compliment people on a job well done.

As such, Maslow's Hierarchy gives hard-pressed managers "permission" to be "good bosses", knowing that as such, they're doing their best to build highly effective, highly productive teams.
Goal-setting Theory:

Goal setting is a powerful way of motivating people, and of motivating yourself. The value of goal setting is so well recognized that entire management systems, like Management by Objectives, have goal setting basics incorporated within them.

In fact, goal setting theory is generally accepted as among the most valid and useful motivation theories in industrial and organizational psychology, human resource management, and organizational behavior.

Many of us have learned – from bosses, seminars, and business articles – to set SMART goals. It seems natural to assume that by setting a goal that's Specific, Measurable, Attainable, Relevant, and Time-bound, we will be well on our way to accomplishing it.

But is this really the best way of setting goals? To answer this, we look to Dr Edwin Locke's pioneering research on goal setting and motivation in the late 1960s. In his 1968 article "Toward a Theory of Task Motivation and Incentives," he stated that employees were motivated by clear goals and appropriate feedback. Locke went on to say that working toward a goal provided a major source of motivation to actually reach the goal – which, in turn, improved performance.

Locke's research showed that there was a relationship between how difficult and specific a goal was and people's performance of a task. He found that specific and difficult goals led to better task performance than vague or easy goals.

Telling someone to "Try hard" or "Do your best" is less effective than "Try to get more than 80% correct" or "Concentrate on beating your best time." Likewise, having a goal that's too easy is not a motivating force. Hard goals are more motivating than easy goals, because it's much more of an accomplishment to achieve something that you have to work for.

A few years after Locke published his article, another researcher, Dr Gary Latham, studied the effect of goal setting in the workplace. His results supported exactly what Locke had found, and the inseparable link between goal setting and workplace performance was formed.

In 1990, Locke and Latham published their seminal work, "A Theory of Goal Setting and Task Performance." In this book, they reinforced the need to set specific and difficult goals, and they outlined three other characteristics of successful goal setting.

Five Principles of Goal Setting to motivate, goals must have:

1) Clarity.

2) Challenge.

3) Commitment.

4) Feedback.

5) Task complexity.

Let's look at each of these in detail.

1. Clarity

Clear goals are measurable and unambiguous. When a goal is clear and specific, with a definite time set for completion, there is less misunderstanding about what behaviors will be rewarded. You know what's expected, and you can use the specific result as a source of motivation. When a goal is vague – or when it's expressed as a general instruction, like "Take initiative" – it has limited motivational value.

To improve your or your team's performance, set clear goals that use specific and measurable standards. "Reduce job turnover by 15%" or "Respond to employee suggestions within 48 hours" are examples of clear goals.

When you use the SMART acronym to help you set goals, you ensure the clarity of the goal by making it Specific, Measurable and Time-bound.

2. Challenge

One of the most important characteristics of goals is the level of challenge. People are often motivated by achievement, and they'll judge a goal based on the significance of the anticipated accomplishment. When you know that what you do will be well received, there's a natural motivation to do a good job.

Rewards typically increase for more difficult goals. If you believe you'll be well compensated or otherwise rewarded for achieving a challenging goal that will boost your enthusiasm and your drive to get it done.

Setting SMART goals that are Relevant links them closely to the rewards given for achieving challenging goals. Relevant goals will further the aims of your organization, and these are the kinds of goals that most employers will be happy to reward.

When setting goals, make each goal a challenge. If an assignment is easy and not viewed as very important – and if you or your employee doesn't expect the accomplishment to be significant – then the effort may not be impressive.

3. Commitment

Goals must be understood and agreed upon if they are to be effective. Employees are more likely to "buy into" a goal if they feel they were part of creating that goal. The notion of participative management rests on this idea of involving employees in setting goals and making decisions.

One version of SMART – for use when you are working with someone else to set their goals – has A and R stand for Agreed and Realistic instead of Attainable and Relevant. Agreed goals lead to commitment.

This doesn't mean that every goal has to be negotiated with and approved by employees. It does mean that goals should be consistent and in line with previous expectations and organizational concerns. As long as the employee believes that the goal is consistent with the goals of the company, and believes the person assigning the goal is credible, then the commitment should be there.

Interestingly, goal commitment and difficulty often work together. The harder the goal, the more commitment is required. If you have an easy goal, you don't need a lot of motivation to get it done. When you're working on a difficult assignment, you will likely encounter challenges that require a deeper source of inspiration and incentive.

As you use goal setting in your workplace, make an appropriate effort to include people in their own goal setting. Encourage employees to develop their own goals, and keep them informed about what's happening elsewhere in the organization. This way, they can be sure that their goals are consistent with the overall vision and purpose that the company seeks. 
4. Feedback

In addition to selecting the right type of goal, an effective goal program must also include feedback. Feedback provides opportunities to clarify expectations, adjust goal difficulty, and gain recognition. It's important to provide benchmark opportunities or targets, so individuals can determine for themselves how they're doing.

These regular progress reports, which measure specific success along the way, are particularly important where it's going to take a long time to reach a goal. In these cases, break down the goals into smaller chunks, and link feedback to these intermediate milestones.

SMART goals are Measurable, and this ensures that clear feedback can be provided. With all your goal setting efforts, make sure that you build in time for providing formal feedback. Certainly, informal check-ins are important, and they provide a means of giving regular encouragement and recognition. However, taking the time to sit down and discuss goal performance is a necessary factor in long-term performance improvement. See our article on Delegation for more on this.

5. Task Complexity

The last factor in goal setting theory introduces two more requirements for success. For goals or assignments that are highly complex, take special care to ensure that the work doesn't become too overwhelming.

People who work in complicated and demanding roles probably have a high level of motivation already. However, they can often push themselves too hard if measures aren't built into the goal expectations to account for the complexity of the task. It's therefore important to do the following:

a. Give the person sufficient time to meet the goal or improve performance.

b. Provide enough time for the person to practice or learn what is expected and required for success.
Equity Theory:

Adams' Equity Theory calls for a fair balance to be struck between an employee's inputs (hard work, skill level, tolerance, enthusiasm, and so on) and an employee's outputs (salary, benefits, intangibles such as recognition, and so on). According to the theory, finding this fair balance serves to ensure a strong and productive relationship is achieved with the employee, with the overall result being contented, motivated employees. 
Adams' Equity Theory is named for John Stacey Adams, a workplace and behavioral psychologist, who developed his job motivation theory in 1963. Much like many of the more prevalent theories of motivation (such as Maslow's Hierarchy of Needs and Herzberg's Two-Factor Theory), Adams' Equity Theory acknowledges that subtle and variable factors affect an employee's assessment and perception of their relationship with their work and their employer.

The theory is built-on the belief that employees become de-motivated, both in relation to their job and their employer, if they feel as though their inputs are greater than the outputs. Employees can be expected to respond to this is different ways, including de-motivation (generally to the extent the employee perceives the disparity between the inputs and the outputs exist), reduced effort, becoming disgruntled, or, in more extreme cases, perhaps even disruptive.

Assumptions of the Equity Theory

· The theory demonstrates that the individuals are concerned both with their own rewards and also with what others get in their comparison.

· Employees expect a fair and equitable return for their contribution to their jobs.

· Employees decide what their equitable return should be after comparing their inputs and outcomes with those of their colleagues.

· Employees who perceive themselves as being in an inequitable scenario will attempt to reduce the inequity either by distorting inputs and/or outcomes psychologically, by directly altering inputs and/or outputs, or by quitting the organization.

Mclelland’s Motivational Needs Theory:

American David Clarence McClelland (1917-98) achieved his doctorate in psychology at Yale in 1941 and became professor at Wesleyan University. He then taught and lectured, including a spell at Harvard from 1956, where with colleagues for twenty years he studied particularly motivation and the achievement need. He began his McBer consultancy in 1963, helping industry assess and train staff, and later taught at Boston University, from 1987 until his death. McClelland is chiefly known for his work on achievement motivation, but his research interests extended to personality and consciousness. David McClelland pioneered workplace motivational thinking, developing achievement-based motivational theory and models, and promoted improvements in employee assessment methods, advocating competency-based assessments and tests, arguing them to be better than traditional IQ and personality-based tests. His ideas have since been widely adopted in many organizations, and relate closely to the theory of Frederick.

David McClelland is most noted for describing three types of motivational need, which he identified in his 1961 book, The Achieving Society:

· achievement motivation (n-ach)
· authority/power motivation (n-pow)
· affiliation motivation (n-affil)
 

David McClelland’s needs-based motivational model

These needs are found to varying degrees in all workers and managers, and this mix of motivational needs characterizes a person's or manager's style and behavior, both in terms of being motivated and in the management and motivation others.

The need for achievement (n-ach)

The n-ach person is 'achievement motivated' and therefore seeks achievement, attainment of realistic but challenging goals, and advancement in the job. There is a strong need for feedback as to achievement and progress, and a need for a sense of accomplishment.

The need for authority and power (n-pow)

The n-pow person is 'authority motivated'. This driver produces a need to be influential, effective and to make an impact. There is a strong need to lead and for their ideas to prevail. There is also motivation and need towards increasing personal status and prestige.

The need for affiliation (n-affil)

The n-affil person is 'affiliation motivated', and has a need for friendly relationships and is motivated towards interaction with other people. The affiliation driver produces motivation and need to be liked and held in popular regard. These people are team players.

McClelland said that most people possess and exhibit a combination of these characteristics. Some people exhibit a strong bias to a particular motivational need, and this motivational or needs 'mix' consequently affects their behavior and working/managing style. Mcclelland suggested that a strong n-affil 'affiliation-motivation' undermines a manager's objectivity, because of their need to be liked, and that this affects a manager's decision-making capability. A strong n-pow 'authority-motivation' will produce a determined work ethic and commitment to the organization, and while n-pow people are attracted to the leadership role, they may not possess the required flexibility and people-centered skills. McClelland argues that n-ach people with strong 'achievement motivation' make the best leaders, although there can be a tendency to demand too much of their staff in the belief that they are all similarly and highly achievement-focused and results driven, which of course most people are not.

McClelland's particular fascination was for achievement motivation, and this laboratory experiment illustrates one aspect of his theory about the affect of achievement on people's motivation. McClelland asserted via this experiment that while most people do not possess a strong achievement-based motivation, those who do, display a consistent behavior in setting goals:

Volunteers were asked to throw rings over pegs rather like the fairground game; no distance was stipulated, and most people seemed to throw from arbitrary, random distances, sometimes close, sometimes farther away. However a small group of volunteers, whom McClelland suggested were strongly achievement-motivated, took some care to measure and test distances to produce an ideal challenge - not too easy, and not impossible. Interestingly a parallel exists in biology, known as the 'overload principle', which is commonly applied to fitness and exercising, i.e., in order to develop fitness and/or strength the exercise must be sufficiently demanding to increase existing levels, but not so demanding as to cause damage or strain. McClelland identified the same need for a 'balanced challenge' in the approach of achievement-motivated people.

McClelland contrasted achievement-motivated people with gamblers, and dispelled a common pre-conception that n-ach 'achievement-motivated' people are big risk takers. On the contrary - typically, achievement-motivated individuals set goals which they can influence with their effort and ability, and as such the goal is considered to be achievable. This determined results-driven approach is almost invariably present in the character make-up of all successful business people and entrepreneurs.

McClelland suggested other characteristics and attitudes of achievement-motivated people:

· Achievement is more important than material or financial reward.

· Achieving the aim or task gives greater personal satisfaction than receiving praise or recognition.

· Financial reward is regarded as a measurement of success, not an end in itself.

· Security is not prime motivator, nor is status.

· Feedback is essential, because it enables measurement of success, not for reasons of praise or recognition (the implication here is that feedback must be reliable, quantifiable and factual).

· Achievement-motivated people constantly seek improvements and ways of doing things better.

· Achievement-motivated people will logically favor jobs and responsibilities that naturally satisfy their needs, i.e. offer flexibility and opportunity to set and achieve goals, e.g., sales and business management, and entrepreneurial roles.

McClelland firmly believed that achievement-motivated people are generally the ones who make things happen and get results, and that this extends to getting results through the organization of other people and resources, although as stated earlier, they often demand too much of their staff because they prioritize achieving the goal above the many varied interests and needs of their people.

Theories X and Y:
Douglas McGregor (1906 - 1964) is one of the forefathers of management theory and one of the top business thinkers of all time. He was a social psychologist who became the President of Antioch College. He later became a professor of management at Massachusetts Institute of Technology (he was succeeded by Warren Bennis). His book The Human Side of Enterprise (1960) had a profound influence on the management field, largely due to his Theory X and Theory Y.

McGregor developed a philosophical view of humankind with his Theory X and Theory Y in 1960. His work is based upon Maslow's Hierarchy of Needs, in that he grouped the hierarchy into lower-order needs (Theory X) and higher-order needs (Theory Y). He suggested that management could use either set of needs to motivate employees, but better results would be gained by the use of Theory Y, rather than Theory X. These two opposing perceptions theorized how people view human behavior at work and organizational life:

Theory X

With Theory X assumptions, management's role is to coerce and control employees.

· People have an inherent dislike for work and will avoid it whenever possible.

· People must be coerced, controlled, directed, or threatened with punishment in order to get them to achieve the organizational objectives.

· People prefer to be directed, do not want responsibility, and have little or no ambition.

· People seek security above all else.

Theory Y

With Theory Y assumptions, management's role is to develop the potential in employees and help them to release that potential towards common goals.

· Work is as natural as play and rest.

· People will exercise self-direction if they are committed to the objectives (they are NOT lazy).

· Commitment to objectives is a function of the rewards associated with their achievement.

· People learn to accept and seek responsibility.

· Creativity, ingenuity, and imagination are widely distributed among the population. People are capable of using these abilities to solve an organizational problem.

· People have potential.

Controlling:

Controllers design and accompany the management process of defining goals, planning and controlling and thus have a joint responsibility to reach the objectives.

Controller's Mission
This means:

· Controllers ensure the transparency of business results, finance, processes and strategy and thus contribute to higher economic effectiveness.

· Controllers co-ordinate secondary goals and the related plans in a holistic way and organize a reporting-system which is future-oriented and covers the enterprise as a whole.

· Controllers moderate and design the controlling process of defining goals, planning and management control so that every decision maker can act in accordance with agreed objectives.

· Controllers provide managers with all necessary company management data and information

· Controllers develop and maintain controlling systems.

Controller and Controlling
Controlling means steering or regulating, i.e. leading to the practical achievement of the agreed objectives. A controller ensures that everyone has the possibility of controlling themselves within the framework of the elaborated goals and plans.

The figure with intersecting circles illustrates the division of tasks and roles between a manager and a controller in a team.
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Managers carry out the task and controllers provide for the transparency of the economic result. Thus it is clear that it is not only controllers who perform the controlling.

Controlling as a process and mental attitude is represented by the intersecting part of the circles. It constitutes the result of the cooperation of a manager and a controller in a team (controlling as applied business management)

LECTURE-5

Constitution of Islamic Republic of Pakistan 1973:
A constitution is a system for government often codified as a written document that establishes the rules and principles of an autonomous political entity. In the case of countries, this term refers specifically to a national constitution defining the fundamental political principles, and establishing the structure, procedures, powers and duties, of a government. The term constitution can be applied to any overall law that defines the functioning of a government, including several historical constitutions that existed before the development of modern national constitutions.

Constitution of Pakistan

The Constitution of Pakistan is the supreme law of Pakistan. There have been several documents known as the Constitution of Pakistan. The Constitution of 1973 is the existing constitution, which provides for a parliamentary system with a President as head of state and popularly elected Prime Minister as head of government. Pakistan has a bicameral legislature that consists of the Senate (upper house) and the National Assembly (lower house). Together with the President, the Senate and National Assembly make up a body called the Majlis-i-Shoora (Council of Advisors) or Parliament.
The Constitution of 1973 is the first Constitution of Pakistan 

As all the political parties with membership in the Constituent Assembly voted for the Constitution, it could also be described as a unanimous Constitution. Moreover, as the political parties having representation from all the four provinces agreed to the Constitution, it could also be characterized as representing a federal contract.
The preceding survey of Pakistan's Constitution and the successive changes brought about in it may help realize a few major points. The most noticeable fact is that the Constitution has faced the challenge of survival, which has been threatened many a time in the past. Once the Constitution was abrogated and later it was held in abeyance. Whenever the Constitution was restored it was done so along with changes and amendments, which characteristically altered its earlier status. Therefore, what we identify today as the Constitution is drastically different from its shape when it was adopted in 1973. Change in the Constitution is not something which in itself can be opposed. A living constitution always responds to the changing conditions and the new requirements of the society. It is this fact that has compelled even the most democratic societies to adjust their constitutions to their changing conditions. But in the case of Pakistan, the 

Constitution was altered not as much for the sake of the society, or the improvement of the country's polity, as it was done to suit the interests of the individuals and institutions, which happened to be in power. This has affected the sanctity of the Constitution and reduced its efficacy apart from making it a document with mutually incoherent clauses.

The constitutional history of Pakistan, particularly the years following the adoption of the 1973 Constitution, brings to bear that there have been some recurrent issues which have resurfaced time and again. The centre-province relationship which was apparently settled with the understanding that with the passage of time the space for provincial action and rights will spread to the full satisfaction of the provinces could not move in the expected direction. As a result of this, while the Centre has mustered more strength, the provinces, particularly the smaller ones, feel themselves on the losing side. There is, therefore, need for fresh thinking to create better and harmonious relationship between the two.
The question of the balance of power between the President and Prime Minister is another issue of great importance; it has created difficulties in the past and has rendered the system unstable. Pakistan needs to decide once and forever, what system suits it more, parliamentary system or the presidential. Going by the vision of the founding fathers of the country, the nature and character of the Pakistani society and the constitutional consensus reached in 1973, it is the parliamentary system which might serve the political needs of the country best. And if the parliamentary system is adopted, it should be done in both letter and spirit. 

In this case it will have to be realized that the President can serve only as the head of the State without having any significant role in the executive authority of the State. This, however, does not mean that the Prime Minister must be made omnipotent. The very debate of balance of power between the President and the Prime Minister has been a misleading venture in Pakistan. The actual issue to be resolved is the balance of power between the Prime Minister and the Parliament. There is a need to make the Parliament supreme in the real sense, making the Executive truly responsible and answerable to the Legislature.
Being a federal country, Pakistan's Constitution must be accepted as having the sovereignty without which the federal contract cannot be ensured for good. To ensure the sovereignty of the Constitution it is imperative that its amending procedure should be looked into afresh allowing a role to the federating units in it. 
Finally, there is the most important question of the inviolability of the Constitution and its very survival. Pakistan's political system has broken down time and again with the result that the Constitution itself has fallen victim to the ambitions of the extra-political forces. But the redress of this situation does not lie in the Constitution, no matter how strict the articles that are incorporated in it to secure its continuity. The military take-overs do not happen keeping the constitutional niceties in view. They have their own reasons, their own means, and their own post-take over arguments which acquire legality on the strength of their success. The correction of this situation lies with a powerful, conscientious and politically alive civil society, which alone can bear the torch of democracy in the country. 
It is this society on which the future of democracy and the supremacy of the Constitution depends. Today, the civil society may not appear to be strong enough to fulfill this onerous task. But one hopes that it will not take too long to rise to the occasion.

LECTURE-6

Evolution of Public Administration:
· The Evolution of Public Administration is divided in following Schools:

1) The Classical School

2) Human Relations School

3) Behavioral School

4) System School

5) Management Science School

6) Power and Politics School

1) The Classical School:

Herbert Simon propounded the classical theory of organization. Other contributors of early 20th century are administrative practitioners and theorists such as Henri Fayol, Luther Gulick, Lyndall Urwick, J.D. Mooney and A.C. Reiley. They were the French and American specialists in different fields who searched for ideal administrative structure. These early writers are known to belong to the classical school of thought in organization theory.

The classical administrative theory grew out of Weber’s bureaucratic theory and Taylor’s scientific management approach. Though classical theory can be traced to Taylor’s concern for functional foremanship and planning cells, it is sometimes considered as an extension of Max Weber’s bureaucratic theory. In this unit therefore, you will be conversant with some basic themes of classical theories, the main features of classical theory, Fayol’s definition of management and its elements, Fayol’s fourteen principles and then proceed to discuss the evaluation of Fayol’s ideas, criticism of classical theory and the significance of the classical approach to the study of the public administration.
The classical theory of organization is also known as the structural theory. The most important concern of the classical theory is the formulation of certain universal principles of organization. It deals primarily with formal organizational structure. The theory assumes that there are certain fundamental principles on which an organization can be established to achieve a specific objective. The watchwords of this approach are efficiency and economy, as it conceives that these principles, if fully adopted, can lead to maximum organizational efficiency and economy. The structuralists were chiefly concerned with discovering the true basis on which work can be divided in an organization and devising proper methods of bringing about the effective organizational coordination.

Characteristics of Classical Theory:
The basic themes of classical theories include the following:
i. There are a set of basic principles to every organization. These principles are immutable laws to manage an organization.

ii. The requisite personnel or workers have to conform to this preconceived plan

iii. The four basic principles of classical theory are impersonality, division of work, hierarchy and efficiency.

iv. Organizational tasks can be defined based on these principles, and effective methods can be devised for better coordination, delegation and control of personnel.

v. Classical theory advocated the use of authority as a system of controlling personnel.

vi. The aim of this theory is the maximum organizational economy, efficiency and productivity.

vii. The theorists had a dogmatic faith in their findings and found them as the only one best way.

Features of Classical Theory:
The classical theory of organization is generally regarded as being covered by the standard works of Henri Fayol, Gulick Urwick, Mooney and Reiley. Their interest was chiefly concerned with formal organizational structure and the basic management process. They all believed in the existence of certain universal administrative principles. They also believed that the application of such principles could make organizations function more efficiently. The many points about administrative organizations, which the early administrative theorists agreed on, were in use quite for sometimes before the Second World War.

The classical theory of organization is also known as the “Formal Organization Theory,” 

“Principles of Administration Theory”, “Structural Theory and the “Administrative Management Theory”. The main features of the classical theory are briefly noted as follows:
i. The classical theory emphasizes the anatomy of formal organization. It views administration as a formal structural arrangement by which work is divided, arranged and coordinated for a definite purpose. The personnel, who are fitted into the structure, are treated as mere cogs in the organizational machine. The organization chart is regarded as the basic tool for monitoring and controlling the entire administrative process.

ii. Classical writers hold the generic view of administration, Henri Fayol and Lyndall Urwick, for instance, are of the opinion that the distinction between public and private administration does not exist. Henri Fayol opined, “We are no longer confronted with several administrative sciences, but with one which can be applied equally well to public and private affairs. In other words, in the opinion of classical writers, administration is administration wherever it is found and whatever kind of work it undertakes. Therefore, public and private organizations share common administrative principles and processes and the distinction between them tend to minimize.

iii. The classical writers believe that administration is governed by certain principles, which are said to be of universal applicability of all forms of organization in all types of environments. Because of this belief, all the classical administrative theorists engaged themselves in evolving principles of management. Gulick advocated a set of 10 principles of organization while Urwick propounded eight principles of organization. Later he (Urwick) developed 29 principles by integrating the various principles developed by other classical writers.

The classical writers believed that these common operating principles of administration could guide administrators in creating effective organization and improving administrative practice. An organization built on these principles could achieve efficiency and economy. It is also their belief that these principles could be built into a framework from which a general theory of administration would emerge.

iv. The classical theory views public administration as a nonpolitical, technical, organization designed to implement public policies with efficiency and economy. To the classical writers such as Gulick, efficiency is not only the axiom number one in the value scale of administration, but also the ultimate good of all administrative activity. The objective of administration is to achieve the maximum results with the least expenditure of people and materials.

v. The classical writers upheld the distinction between the line and staff activities. Line activities are concerned with the fulfillments of the primary purpose of the organization, while the staff activities are concerned with the provision of specialized advice and assistance to the line agencies. Thus, in the classical organization theory, staff members are typically differentiated from line members by their advisory capacity to line personnel. The line people have considered the decision makers or order givers. For classical theorists, this distinction between line and staff people is fundamental.

vi. According to classical thinkers, people are motivated to work by cash rewards such as increase in pay, and fringe benefits and the threat of punishment. They believed that more of such monetary rewards could keep people happy. The classical theory manifests four features.

1. Impersonality

2. Division of work

3. Hierarchy, and

4. Efficiency

LECTURE-7

The Classical School:

Contributions of Henri Fayol:
As earlier stated, Henri Fayol is called the father of the management process or the functional management theory. As a French engineer, he first published his experiences in the book “General and Industrial Management” in 1916. The book arrived in England only when it was first translated to English in 1929. He tried to approach organizations through their general principles without making a distinction between industrial and public service organisations. According to him, management and administration are two sides of the same coin and need not be distinguished. Fayol’s theory of the scalar chain, which is the synonym for hierarchy, is a kind of photograph of the framework. Fayol used these principles to explain the organisational behaviour. He did not consider these principles as immutable or one best way, but maintained that the principle is the light house fixing the bearings, which can only serve those who already know the way to the port. 
Fayol divided the industrial activities into six groups. These are as follows:
i. The technical activities, which include production, manufacture and adaptation.

ii. The commercial activities, which include buying, selling and exchange.

iii. The financial activities that is, search for and optimum use of capital.

iv. The security activities, which include protection of property and persons.

v. The accounting activities, which include stocktaking, balance sheet, costs, statistics etc.

vi. The managerial activities, which include planning, organization, command coordination, control, etc.
Henri Fayol was the first to put forward a classic analysis of the nature of managerial activity, based on his own experience of doing the job in the mining and metallurgical combined industry.

He defines management in terms of the following five key functional elements.

1. Planning: it is the act of forecasting future and drawing up the plan of action.

2. Organizing: it refers to structuring the human resources of the undertaking into jobs, departments and so on to enable them to put the plans into action. It also involves the use of material resources.

3. Commanding: it consists of setting the human resources into activity toward the organization’s objective. This is what we today call leading.

4. Coordinating: it involves unifying and harmonizing all activities and efforts. It permeates the other four basic functions.

5. Controlling: it means, ensuring that everything occurs in conformity with established rule and expressed command. It serves to make certain that all operations are proceeding according to plan to accomplish the goals.
Fayol’s Fourteen Principles:
i. Division of Work: It refers to specialization of work or labor in both managerial and non-managerial jobs. Division of labour allows individuals to build up skills and increases organization productivity.

ii. Authority and Responsibility: These refer to the right of a manager to give commands and require conformity to those commands. Responsibility must go with authority and must match authority.

iii. Discipline: It implies that employees obey orders of management, if it provides good leadership.

iv. Unity of command: This specifies that each employee should receive orders from only one superior. It eliminates conflicting lines of command.

v. Unity of direction: this denotes that people engaged in a group of activities must have the same objectives in a plan.

vi. Subordination of individual interest to general interest: This implies that the interest of one employee or a group of employees must be subordinated to the overall interest of the organization.

vii. Fair remuneration for effort: this principle states that since payment is an important motivator, it should be a matter for manager’s constant attention.

viii. Centralization or decentralization: this principle states that centralization or decentralization of an organization should depend on the condition of the business and the quality or culture of its staff.

ix. Scalar chain: this refers to the line of authority, from superior to subordinate, running from the top to the bottom of an organization. This principle is necessary for unity of direction.

x. Order: This principle state that both material order and social order are necessary for the proper and efficient working of the organization.

xi. Equity: it states that all employees should be treated with fairness, kindness and justice.

xii. Stability of tenure: stability of tenure among personnel is necessary for the successful running of the undertaking.

xiii. Initiative: all personnel in an organization must be allowed to show their initiative in some way. This represents a great source of strength for business, although it requires the manager to sacrifice some personal vanity.

xiv. Esprit de corps: This is essential for management to foster the morale of its employees.

LECTURE-8

Human Relations School:

The human relations approach is an attempt to improve some of the defects inherent in the classical management approach. This approach emerged from the result of the Hawthorne studies, which was conducted by Elton Mayo and his fellow researchers from Harvard University. The proponents of this school argue that since management involves getting things done with and through people, the study of management should be centered on interpersonal relations. The scholars of this school have a heavy orientation to social psychology. They believed that if the management of an organization showed concern for employees, increased productivity would result.

The main concern of the human relations approach is the study of an individual as a socio-psychological being and what motivates the individual. In this school, there are scholars who lay emphasis on human relations and why the manager should develop the skill to understand and practice. The human relations school argued that organizations could be improved by making it less formal and by permitting more subordinate participation in decision-making. Elton Mayo is regarded as the founder of the human relations movement. Some of the major contributors to this group include Robert K. Merton, Argyris, Likert, Alex Balevas, McGregor, and Keith Davis etc.
Behavioral School:

This approach focuses on the internal dynamics within the administrative organizational behavior of individual and overall internal environment. In the behavioral approach, there is strong concern with procedures for collecting and utilizing data, such as, social survey questionnaire and developing knowledge that s verifiable.
System School:

This approach looks at the entire organization. According to the systems theorists, a system is made up of interdependent parts, which interact with the environment by importing inputs while exporting outputs in order to maintain a permanent state of equilibrium. When applied to public administration, it represents inputs from the environment in form of citizen’s demand for the provision of goods and services. The administration of these demands in a conversion process is delivered as outputs, such as, orderliness of the society, quantity and quality of goods and services, policies, decisions, programs, projects, etc. These outcomes are further looped through feedback within the same cyclical process.
Management Science School:

Management Science is concerned with developing and applying models and concepts that help to illuminate management issues and solve managerial problems. The range of problems and issues to which management science has contributed insights and solutions is vast. It includes scheduling airlines, both planes and crew, deciding the appropriate place to site new facilities such as a warehouse or factory, managing the flow of water from reservoirs, identifying possible future development paths for parts of the telecommunications industry, establishing the information needs and appropriate systems to supply them within the health service, and identifying and understanding the strategies adopted by companies for their information systems.
LECTURE-9

Power and Politics School:
Some scholars claim that politics is central to the organization of public bureaucracies. The political approach to public administration was perhaps most forcefully stated by Sayre. Public administration is ultimately a problem in political theory; the fundamental problem in a democracy is responsibility to popular control; the responsibility and responsiveness of the administrative agencies. Bureaucracies of the elected officials (the chief executives, the legislators) are of central importance in a government-based organization, which is increasingly on the exercise of discretionary power by the agencies of administration.
Public administration was anything but devoid of politics. Once public administration is considered a political endeavour, emphasis is invariably placed on a different set of values than those promoted by the managerial approach. Efficiency in particular becomes highly suspect, because it has little to do with the bigger questions of government. The political approach to public administration stresses the values of representativeness, official responsiveness, and accountability through elected officials to the citizenry. 

These are viewed crucial to constitutional democracy and public administration. One can find many examples of governmental reforms aimed at maximizing the political values of representativeness, responsiveness, and accountability within public administration.

Public administration organized around the political values of representativeness, responsiveness, and accountability tends to be different from the managerial approach to organization. Rather than emphasizing clear lines of functional specialization, hierarchy, unity neutral administrative competence, the political approach stresses the extent and advantages of political pluralism within public administration.

Under the political approach, the structure of public administration becomes politicized, with different groups continually seeking representation. Over lapping missions and programs become common as the administrative structure comes to resemble a political party platform that promises something to almost everyone without establishing clear priorities for resolving conflicts among them. Agency becomes adversary of agency and the resolution of conflict is shifted to the legislature, the office of the chief executive, and the courts.

Moreover, the number of government agencies tends to grow over time, partly in response to the political demands of organized interests for representation. This approach to administrative organization has been widely denounced as making government unmanageable, costly and inefficient, but as Seidman argues, it persists because administrative organization is frequently viewed as a political question with stress on political values.

The political approach to public administration does not depersonalize the individual as does the managerial approach rather; it identifies the individual’s interests as being identical to those of others considered to be within the same group or category. For example, farmers growing the same crops or located in the same state geopolitical subdivisions are considered alike despite individual differences among them. The same is true in any number of areas of public administration that are engaged in implementing public policies. This tendency fits the political culture.

LECTURE-10

History of Public Administration:

The discipline of Public Administration was born in the USA. The credit for initiating as an academic study of Public Administration goes to Woodrow Wilson, who was teaching Political Science at Princeton University and who later became the President of USA. He is regarded as the father of the discipline of Public Administration. In his article entitled “The Study of Administration”, published in 1887, he emphasized the need for studying Public Administration as a discipline apart from politics. This is known as Principle of politic administration dichotomy, i.e., a separation of Politics and Administration. Wilson argued that, “Administration lies outside the proper sphere of politics. The administrative questions are not political questions”. The field of politics is not the field of business, it is removed from ……. & strife of politics.

According to Frank J.Goodnow, politics “has to do with the expression of the state will” while administration “has to do with the execution of these policies.” In short, Goodnow posited the politics-administration dichotomy and he developed the Wilsonian theme further and greater courage and conviction.

Civil Service:
The Central Superior Services (denoted as CSS; or Bureaucracy) is an elite permanent bureaucratic authority, and the civil service that is responsible for running the civilian bureaucratic operations and government secretariats and directorates of the Cabinet secretariat. The civil service defined itself as "key wheels on which the entire engine of the state has to move." Derived from the colonial legacy of the former British Empire-controlled Indian Civil Service, the civil came into its modern formation immediately after the establishment of Pakistan as a "Civil Service of Pakistan." During its time of formation, the bureaucracy produced world prestige statesman, notably Ghulam Ishaq Khan who would go onto become country's President, and had an influence and partial influence on many of state's defence, internal, foreign and financial policies. As an aftermath of 1971 war, it was re-organized and reestablished under the "Chapter I: Part-XII, Article 240" of the Constitution of Pakistan which gave its new picture and constitutional status. The civil bureaucracy (specifically the Pakistan Administrative Service) closely collaborated with the military establishment of Pakistan Armed Forces in issues concerning the national security. The bureaucracy is consisted of total of 12 directorates that provide vital office and secretariat related duties to the Government of Pakistan.

The civil service exams are competitive while it is not restricted to only male domination and provide equal opportunities to male and females depending on their qualification. The CSS Examinations are open to both male and female and are held in the start of every year to recruit the civil servants for the bureaucracy. The exams are conducted and supervised by the Federal Public Service Commission and its chairman publicly announced the successful candidates through television and print media outlets

LECTURE-11

Civil Service Reforms in Pakistan:
Civil service reform policy can be best understood using theoretical and conceptual frameworks that are then applied to the particular case of Pakistan’s civil service. 
Morgan’s theoretical framework of civil service systems, Easton’s systems analysis approach to policy process, and Halligan’s research on diffusion of civil service reform policies are used to analyze issues related to civil service reform and training. The international experience of civil service reform policies is presented with the caveat that the unique historical, economic, social, and political environment of Pakistan and its civil service system needs to guide adoption of such 

policies locally. 
This lecture also emphasized adherence to the principles of merit and increased investment in the training of civil servants to ensure that the civil service continues to attract talented individuals. A case has been made for incorporating formal public policy education in the training of higher civil service to improve professional competence of civil servants as key contributors to the policy process. 
The policy process in Pakistan is rarely based on any systematic analysis and is almost never followed by effective evaluation. This haphazard approach to public policy is likely to lead to a long list of failed or failing policies in almost all areas of governance. Evidence that is based on systematic analysis of public policies can help identify best practices and help develop benchmarking criteria for future policies. 
Access to data, evaluation of policies, establishment of policy research programs, and use of information technologies combined with a higher civil service that has a quality public policy education can contribute greatly to improving professionalism in the policy making process and to better governance in the country
LECTURE-12

Structure of Government of Pakistan:
Pakistan's independence was won through a democratic and constitutional struggle. Although the country's record with parliamentary democracy has been mixed, Pakistan, after lapses, has returned to this form of government. The constitution of the Islamic Republic of Pakistan, 1973 provides for a federal parliamentary system with a president as head of state and a popularly elected prime minister as head of government.
President

The President, in keeping with the constitutional provision that the state religion is Islam, must be a Muslim. Elected for a five-year term by an electoral college consisting of members of the Senate and National Assembly and members of the provincial assemblies, the president is eligible for reelection. But no individual may hold the office for more than two consecutive terms. The president may resign or be impeached and may be removed from office for incapacity or gross misconduct by a two-thirds vote of the members of the parliament. The president generally acts on the advice of the prime minister but has important residual powers. One of the most important--a legacy of Zia--is contained in the Eighth Amendment, which gives the president the power to dissolve the National Assembly "in his discretion where, in his opinion . . . a situation has arisen in which the Government of the Federation cannot be carried on in accordance with the provisions of the Constitution and an appeal to the electorate is necessary."

Parliament and Federal Government

The bicameral federal legislature is the Majlis-i-Shoora (Council of Advisers), consisting of the Senate (upper house) and National Assembly (lower house). Members of the National Assembly are elected by universal adult suffrage (over eighteen years of age in Pakistan). Seats are allocated to each of the four provinces, the Federally Administered Tribal Areas, and Islamabad Capital Territory on the basis of population. National Assembly members serve for the parliamentary term, which is five years, unless they die or resign sooner, or unless the National Assembly is dissolved. Although the vast majority of the members are Muslim, about 5 percent of the seats are reserved for minorities, including Christians, Hindus, and Sikhs. Elections for minority seats are held on the basis of joint electorates at the same time as the polls for Muslim seats during the general elections.

The Prime Minister is appointed by the president from among the members of the National Assembly. The prime minister is assisted by the Federal Cabinet, a council of ministers whose members are appointed by the president on the advice of the prime minister. The Federal Cabinet comprises the ministers, ministers of state, and advisers.

The Senate is a permanent legislative body with equal representation from each of the four provinces, elected by the members of their respective provincial assemblies. There are representatives from the Federally Administered Tribal Areas and from Islamabad Capital Territory. The chairman of the Senate, under the constitution, is next in line to act as president should the office become vacant and until such time as a new president can be formally elected. Both the Senate and the National Assembly can initiate and pass legislation except for finance bills. Only the National Assembly can approve the federal budget and all finance bills. In the case of other bills, the president may prevent passage unless the legislature in joint sitting overrules the president by a majority of members of both houses present and voting.

Other offices and bodies having important roles in the federal structure include the attorney general, the auditor general, the Federal Land Commission, the Federal Public Service Commission, Election Commission of Pakistan, and the Wafaqi Mohtasib (Ombudsman).

Provincial Governments

Pakistan's four provinces enjoy considerable autonomy. Each province has a governor, a Council of Ministers headed by a chief minister appointed by the governor, and a provincial assembly. Members of the provincial assemblies are elected by universal adult suffrage. Provincial assemblies also have reserved seats for minorities. Although there is a well-defined division of responsibilities between federal and provincial governments, there are some functions on which both can make laws and establish departments for their execution. Most of the services in areas such as health, education, agriculture, and roads, for example, are provided by the provincial governments. Although the federal government can also legislate in these areas, it only makes national policy and handles international aspects of those services.

Judiciary

The judiciary includes the Supreme Court, provincial high courts, and other lesser courts exercising civil and criminal jurisdiction. The chief justice of the Supreme Court is appointed by the president; the other Supreme Court judges are appointed by the president after consultation with the chief justice. The chief justice and judges of the Supreme Court may remain in office until age sixty-five. The Supreme Court has original, appellate, and advisory jurisdiction. Judges of the provincial high courts are appointed by the president after consultation with the chief justice of the Supreme Court, as well as the governor of the province and the chief justice of the high court to which the appointment is being made. High courts have original and appellate jurisdiction.

There is also a Federal Shariat Court consisting of eight Muslim judges, including a chief justice appointed by the president. Three of the judges are ulama, that is, Islamic Scholars, and are well versed in Islamic law. The Federal Shariat Court has original and appellate jurisdiction. This court decides whether any law is repugnant to the injunctions of Islam. When a law is deemed repugnant to Islam, the president, in the case of a federal law, or the governor, in the case of a provincial law, is charged with taking steps to bring the law into conformity with the injunctions of Islam. The court also hears appeals from decisions of criminal courts under laws relating to the enforcement of hudood laws that is, laws pertaining to such offences as intoxication, theft, and unlawful sexual intercourse.

In addition, there are special courts and tribunals to deal with specific kinds of cases, such as drug courts, commercial courts, labor courts, traffic courts, an insurance appellate tribunal, an income tax appellate tribunal, and special courts for bank offences. There are also special courts to try terrorists. Appeals from special courts go to high courts except for labor and traffic courts, which have their own forums for appeal. Appeals from the tribunals go to the Supreme Court.

A further feature of the judicial system is the office of Wafaqi Mohtasib (Ombudsman), which is provided for in the constitution. The office of Mohtasib was established in many early Muslim states to ensure that no wrongs were done to citizens. Appointed by the president, the Mohtasib holds office for four years; the term cannot be extended or renewed. The Mohtasib's purpose is to institutionalize a system for enforcing administrative accountability, through investigating and rectifying any injustice done to a person through maladministration by a federal agency or a federal government official. The Mohtasib is empowered to award compensation to those who have suffered loss or damage as a result of maladministration. Excluded from jurisdiction, however, are personal grievances or service matters of a public servant as well as matters relating to foreign affairs, national defense, and the armed services. This institution is designed to bridge the gap between administrator and citizen, to improve administrative processes and procedures, and to help curb misuse of discretionary powers.

Public & Private Administration:
The private sector is usually composed of organizations that are privately owned and not part of the government. These usually includes corporations (both profit and non-profit), partnerships, and charities.

An easier way to think of the private sector is by thinking of organizations that are not owned or operated by the government. For example, retail stores, credit unions, and local businesses will operate in the private sector.

The public sector is usually composed of organizations that are owned and operated by the government. This includes federal, provincial, state, or municipal governments, depending on where you live. Privacy legislation usually calls organizations in the public sector a public body or a public authority.

Some examples of public bodies in Canada and the United Kingdom are educational bodies, health care bodies, police and prison services, and local and central government bodies and their departments.

Most authors differentiate public administration and private administration by educational institutions (public schools vs. private schools). Although it's a good example to provide a comprehensive analysis between the two sectors, I found it not the quintessence for a comparative analysis. Historically, in our country, public schools have a much higher quality education than private schools, and studying economics and public administration, it is not just the nature of bureaucracies, nor the scope of public administration that the case today was reversed. While some authors identified over a dozen factors that differentiates public to private administration, Denhardt only speaks of the three fundamental differences between the two. In this paper, I would elaborate Denhardt's three points since, together with economist Boadway's Difference between Public and Private Sector, I found these as the most undisputable and concrete comparisons.

The most apparent difference between the two sectors is their organizing principles or goal. (Denhardt) While private administration has a definite mission, which is the pursuit of profit or stability or growth of revenues, public administration, on the other hand, has ambiguous purposes. Furthermore, the dilemma in ambiguity of purposes is exacerbated by too many unnecessary and inoperable agencies, with purposes that overlap and bloated bureaucracies. One might say that the goal of public administration is to enact public policies, but the overlapping and the main ambiguity of most of these policies, and the vagueness of the enactment of these policies make public administration's purpose to be more ambiguous. Nevertheless, the fact that public institutions are not profit driven, should not lead us to believe that public sector employees and managers are not concerned about financial matters. As is the case with private companies, public sector units and organizations fight for funding and influence.

Another factor that makes the public sector different from the private is decision making. (Denhradt) In public administration, the decision must be and should be pluralistic. The founding fathers intentionally created a democratic republic where all key decisions are made in politicized environment. This allows for maximum participation: open debate, multiple veto points - a decision making hierarchy where consensus must be achieved at each level, ideally, an informed decision. While private administration's decision-making is much more simple- it's monopolistic or close to monopolistic. This type of decision-making would avoid any conflicts in interest; hence, the goal is clearly defined.

The visibility of public administrators is another notable difference between public and private sector. While a manager in a private business may work in relative obscurity, the public manager must operate in the public eye. His or her actions are constantly subjected to public scrutiny. (Denhardt) The publicness of the work of the public manager doesn't end in merely carrying out public policy, the public manager has to respond to the demands of the public. Denhardt speaks of the "inevitable tension" between efficiency and responsiveness, the pressure to manage effectively and to be simultaneously responsive to public concerns. This pressure often leaves public organizations in a "no-win" situation, trying to serve a public that demands effective government but balks at paying for it (taxes). The public also demands accountability in government, an assurance that those who formulate, implement and administer public programs will act responsibly.

One quality that makes public sector different from private is in the form of unit analysis. (Boadway) Apart from publicly owned-companies, most public institutions are part of a larger chain of command and control where it is harder to draw a line between the different parts of the system- and where legal frameworks provide little help in this. For instance: public agencies- like research councils or directorates of health- interact closely with ministries as well as subordinate institution and "users". The innovation activities in these institutions are heavily influenced by decisions made above and below the chain of commands. The closest parallel to private sector will be large conglomerates or multinational companies. The complex system of organizations with various (and to some extent conflicting) tasks, is one of the reasons for the inefficiency of public administration. Although, some authors in public administration, such Woodrow Wilson in The Study of Public Administration, where he reiterated that the evolution of public administration together with its complex system and increasing number of bureaucracies is to complement the population growth, but a population with sufficient number of agencies to manage them and with high marginal productivity for each public employee, is better than a bloated bureaucracy with little or zero marginal productivity, and worse, unnecessary and redundant purpose.

Lastly, although political aspect is both apparent in public and private sector, political aspect is more important in the public than in the private sector. Policy decisions normally affect companies directly and indirectly, through laws, regulations and financial support. The public sector is at least formally controlled by elected politicians. The intimate link between this governance dimension and funding of current expenses of the activities implies a very strong link between ownership and control on the one hand and the growth strategies of the subsidiary organizations.
LECTURE-13

Team Building & Conflict Management in Organizations:
In order to implement a team building exercise that works well in terms of conflict resolution, it is important to find an exercise that focuses more on group communication than productivity gains, and addresses as many of the goals of conflict resolution practices as possible.  Therefore, it is important to define conflict, identify its causes, understand solutions to those causes and highlight the positive effects of conflict resolution.



Webster’s Dictionary defines conflicts as, “competitive or opposing action of incompatibles : antagonistic state or action (as of divergent ideas, interests, or persons) b : mental struggle resulting from incompatible or opposing needs, drives, wishes, or external or internal demands.”  In terms of this essay, conflict can be described as antagonism between persons who ultimately have the same goals within an organization.  Also, according to Kinicki and Kreitner (p. 277), conflict can either be functional (“serve’s organization’s interests”) or dysfunctional (“threatens organization’s interests”).  Therefore, it is important to identify the reasons people perceive antagonism from their peers.  Geisler (2004) states that “conflict exists when one person believes another is interfering with his/her goals.”



Finally, it is important to address how conflicts escalate and damage organizations (in terms of dysfunctional conflict), or lead to effective change (in terms of functional conflict).  Conflict Resolution (2008, p. 57) outlines the escalation in the following “predictable” six part continuum:

1.    Attributions (perceptions of others actions)
2.    Commitment (to one’s own viewpoint)
3.    Entrapment (digging in to protect one’s position)
4.    Arousal (hostility and sarcasm)
5.    Reciprocity (what goes around comes around)
6.    Coalitions (opponents line up supporting teams)
Both functional and dysfunctional conflicts exhibit this escalation pattern.  Additionally, review of Airbus vs. Snokist (Kinicki & Kreitner, p. 277) implies that the defining difference between functional and dysfunctional conflict is the manner in which organizational leaders handle the incident.  Greenhaven’s five conflict management styles (p. 59-60), avoidance, competing, accommodating, compromise, and collaboration further imply that those styles can have either positive or negative outcomes.

Team Building Imperatives

Fuller (1998) discusses the importance of recognizing both team and individual performance in terms of motivation; “Top performers…may resent the emphasis on teamwork which downplays their individual contributions.”  Senge (1990) outlines Hall of Famer Bill Russell’s accounts of a “team of specialists” whose “performance depended both on individual excellence and on how we worked together.”



This team alignment is the product of individual talent and effort; all parts working towards a singular goal.  However, Russell also made a key observation; “To me, the key was that both teams had to be playing at their peaks, and they had to be competitive.”  Russell recognized that high-level competition was a key factor in team development.  Therefore, when using team building to resolve conflict, it is vital that the exercise be effective in aligning the team while simultaneously achieving resolution, which is why a survival scenario exercise is an ideal method.

Conflict Management:

If you are out of touch with your feelings or so stressed that you can only pay attention to a limited number of emotions, you won’t be able to understand your own needs. If you don’t  understand your deep-seated needs, you will have a hard time communicating with others and  staying in touch with what is really troubling you. For example, couples often argue about petty  differences—the way she hangs the towels, the way he parts his hair—rather than what is really  bothering them.

In personal relationships, a lack of understanding about differing needs can result in distance, arguments, and break­ups. In workplace conflicts, differing needs are often at the heart of bitter disputes. When you can recognize the legitimacy of conflicting needs and become willing to examine them in an environment of compassionate understanding, it opens pathways to creative problem solving, team building, and improved relationships. When you resolve conflict and disagreement quickly and painlessly, mutual trust will flourish.
Successful conflict resolution depends on your ability to:

Manage stress while remaining alert and calm. By staying calm, you can accurately read and interpret verbal and nonverbal communication. · Control your emotions and behavior. When you’re in control of your emotions, you can communicate your needs without threatening, frightening, or punishing others. 
· Pay attention to the feelings being expressed as well as the spoken words of others. 
· Be aware of and respectful of differences. By avoiding disrespectful words and actions, you can resolve the problem faster.

Conflict can be healthy if it is managed effectively. Conflict management requires a combination of analytical and human skills. Every project participant should learn to resolve project conflicts effectively. Good conflict managers work at the source of conflict. To resolve it permanently, they must address the cause of the conflict and not just the symptoms of it. 

They size up possible clashes before “contact” is actually made and then prepare their action plans to handle potential trouble. They should concentrate on building an atmosphere designed to reduce destructive conflict and deal with routine frictions and minor differences before they become unmanageable. The key to resolving conflict with a positive outcome includes looking for a win-win situation, cutting losses when necessary, formulating proactive conflict management strategies, using effective negotiation and communication, and appreciating cultural differences among project stakeholders.

LECTURE-14

Conflict – Issues:

Conflicts at work take many forms. It might be an individual with a grievance, a problem between an employee and a manager or conflict between two co-workers. Any conflict can get in the way of work and make your business less productive.

Dealing with conflict at an early stage to nip it in the bud and stop the situation developing into a full-blown dispute will save time, money and stress later on, for both the employer and employees.

Some of the issues that can cause conflict between individuals and groups at work include:

· ineffective or insufficiently trained management

· unfair treatment

· unclear job roles

· poor communications

· poor work environment

· lack of equal opportunities

· bullying and harassment

· unresolved problems from the past

· an increase in workload

Types of Conflict:

Every day and in so many ways, we would always meet some form of conflict – with other people, with the situation, even with ourselves. The common reason, of course, is the fact that we are all different from one another.

Knowing the negative results of conflicts is one positive step in avoiding these many types of conflict. Fortunately, they are now properly identified and carefully classified.

Studies on the main ones (person against self, person against another person, person against the world, and person against nature) had been extensive and well-known. However, knowing, isolating, and studying these types of conflict are not actually enough to make one impervious to them.

Conflicts with persons

Among the several types of conflict, the most common is one that happens to a person against another person. The other types (person versus nature, versus self or versus society) are the big ones and there are specific strategies on how to deal with them.

The person against person types are the ones we encounter daily and must be understood well enough to deal with them positively. They can be petty and they can be dangerous depending on how one faces them. The following are some of the better-known cases.

Relationship

Among the types of conflict, the ones dealing with relationships are the hardest and most delicate. This is because this kind deals mostly with emotions, and emotions can cloud even the best minds.

Once emotions rule, situations can be destructive and dangerous to either or both parties. It is useful to identify the situation right away because you can look for solutions in time. These can include better communications and looking at it from the perspective of the other party.

Values

This is one of the prickliest types of conflict considering that values come in different shades and colors depending where you came from. Every religion and every culture have their own set of values that can clash.

Opinions differ and when people disagree on what is “right”, value conflict begins. When either or both parties start imposing their values, conflict can escalate. Sometimes, they are triggered by a simple word or gesture.

Interests

Conflicts of interest are some of the more common types experienced by many of us interacting with all the other people. The issues are many – money, time, resources including procedural and psychological issues (trust, respect, honesty, fairness, etc).

The conflict ensues when someone had invested so much of himself (psychologically and emotionally) into a project. This sense of interest takes over his reason and his sense of objectivity is clouded.  There are other types of conflict, but the preceding ones are the most universal.

Resolving Conflicts:

There are some key steps an employer can take to help ensure disputes and conflict don't arise too often, and to enable them to be dealt with when they do:

· train managers to handle difficult conversations with employees

· encourage open expression of opinions

· recognize the importance of feelings

· listen to what people have to say

· focus on interests not positions and personalities

· have clear discipline, grievance and dispute procedures for dealing with conflict

· write mediation into your contracts of employment and/or individual disciplinary and grievance procedures

· consider outside help where necessary, for example, using a third party by way of mediation, see Acas' advice on mediation and our mediation services.

LECTURE-15

Departmentalization:

 Departmentalization refers to the process of grouping activities into departments.    Division of labor creates specialists who need coordination. This coordination is facilitated by grouping specialists together in departments. Division of labor or specialization is the specialization of cooperative labor in specific, circumscribed tasks and roles, intended to increase the productivity of labor. Historically the growth of a more and more complex division of labor is closely associated with the growth of total output and trade, the rise of capitalism, and of the complexity of industrialization processes. Later, the division of labor reached the level of a scientifically-based management practice with the time and motion studies associated with Taylorism.

Coordination is the act of coordinating, making different people or things work together for a goal or effect. After reviewing the plans, usually the first step in the organizing process is departmentalization. Once jobs have been classified through work specialization, they are grouped so those common tasks can be coordinated. Departmentalization is the basis on which work or individuals are grouped into manageable units. There are five traditional methods for grouping work activities:

         1. Departmentalization by function

         2. Departmentalization by product

         3. Departmentalization by geographical regions

         4. Departmentalization by process

         5. Departmentalization by customer

Another fundamental characteristic of organization structure is departmentalization, which is the basis for grouping position into departments and departments into the total organization. Managers make choices about how to use the chain of command to group people together to perform their work. There are five approaches to structural design that reflect different uses of the chain of command in departmentalization. The functional, divisional, and matrix are traditional approaches that rely on the chain of command to define departmental groupings and reporting relationships along the hierarchy. Two approaches have emerged to meet organizational needs in a highly competitive global environment.

1. Vertical functional approach. People are grouped together in departments by common skills and work activities, such as in an engineering department and an accounting department.

2. Divisional Approach. Departments are grouped together into separate, self-contained divisions based in a common product, program, or geographical region. Diverse skills rather than similar skills are the basis of departmentalization.

3. Horizontal matrix approach. Functional and divisional chains of command are implemented simultaneously and overlay one another in the same departments. Two chains of command exist, and some employees report to two bosses.

4. Team-based approach. The organization creates a series of teams to accomplish specific tasks and to coordinate major departments. Teams can exist from the office of the president all the way down to the shop floor.

5. Network Approach. The organization becomes a small, central hub electronically connected to other organizations that perform vital functions. Departments are independent, contracting services to the central hub for a profit. Departments can be located anywhere in the world.

Each approach to structure serves a distinct purpose for the organization, and each has advantages and disadvantages. The basic difference among structures is the way in which employees are departmentalized and to whom they report. The differences in structure illustrated here have major consequences for employee goals and motivation.

The Art of Delegation:

Delegation of authority is one vital organizational process. It is inevitable along with the expansion and growth of a business enterprise. Delegation means assigning of certain responsibilities along with the necessary authority by a superior to his subordinate managers. Delegation does not mean surrender of authority by the higher level manager. It only means transfer of certain responsibilities to subordinates and giving them the necessary authority, which is necessary to discharge the responsibility properly. Delegation is quite common in all aspects of life including business. Even in the college, the principal delegates some of his authority to the vice-principal.
In delegation, an attempt is being made to have meaningful participation and cooperation from the subordinates for achieving certain well-defined results. Due to delegation, the routine responsibilities of the superior are reduced. As a result, he concentrates on more urgent and important matters. Secondly, due to delegation, subordinate becomes responsible for certain functions transferred to him. Delegation is a tool, which a superior manager uses for sharing his work with the subordinates and thereby raising his efficiency.


Delegation is not a process of abdication. The person who delegates does not divorce himself from the responsibility and authority with which he is entrusted. He remains accountable for the overall performance and also for the performance of his subordinates. Delegation is needed when the volume of work to be done is in excess of an individual's physical and mental capacity.


Delegation involves the following three basic elements:

1. Assignment of duties to subordinates,

2. Granting of authority to enable the subordinates to perform the duties assigned, and

3. Creation of obligation on the part of subordinate to perform duties in an orderly manner.

LECTURE-16

Centralization:
It means:

1. The concentration of management and decision-making power at the top of an organization's hierarchy.

2. The location of all or most main departments and managers at one facility.

Centralization is said to be a process where the concentration of decision making is in a few hands. All the important decision and actions at the lower level, all subjects and actions at the lower level are subject to the approval of top management. According to Allen, “Centralization” is the systematic and consistent reservation of authority at central points in the organization. The implication of centralization can be:-

1. Reservation of decision making power at top level.

2. Reservation of operating authority with the middle level managers.

3. Reservation of operation at lower level at the directions of the top level.

Under centralization, the important and key decisions are taken by the top management and the other levels are into implementations as per the directions of top level. For example, in a business concern, the father & son being the owners decide about the important matters and all the rest of functions like product, finance, marketing, personnel, are carried out by the department heads and they have to act as per instruction and orders of the two people. Therefore in this case, decision making power remain in the hands of father & son.
Role of Critical Thinking in Organizations:
Any good manager requires numerous skill sets in order to be successful. One of the most obvious and important is critical thinking. However, to understand the importance of critical thinking it is first best to understand what critical thinking means. "Critical thinking is skillful and responsible thinking in which you study the problem from all angles, and then exercise your best judgment to draw conclusions." (Sies, 2010)
Within any business operation a manager is required to resolve problems. These problems may be true issues that arise or simply an idea that needs a plan of action. Resolving these problems through an intense evaluation that takes great consideration into all aspects of the problem is critical thinking. To best understand what critical thinking really means beyond simple words it is often times easiest to examine critical thinking in application rather than in theory alone.

Take a manager trying to create efficient traffic flow within an office. The manager has to carefully evaluate the entire office in order to better understand the problem. Through observation the manager is able to monitor how the current flow is having an impact on productivity. A manager using critical thinking is going to take note of any situations that could be made more efficient and problems that slow down productivity. Having a fax machine, printer, and copying machine all in a single unit may be creating considerable backups that results in lines and a loss of productivity. Through critical thinking the manager is able to make better decisions to resolve the problem of traffic flow within the office.

Critical thinking isn't just about resolving actual issues that currently exist. Problems can also be a situation that is in front of a manager that needs a solution. For example, a manager may be tasked with starting up a new service line for the company. A manager that uses critical thinking is going to look at this service from every angle. It isn't just about deciding to start a service and doing it. It is about looking at the service in a much broader way. It is about creating solutions to problems that could occur and "anticipating and addressing counter arguments" from upper management. (Procell, 2010).
When it comes to critical thinking it is about finding ways to dig deep enough into an issue that all possible issues related to this new service are discovered ahead of time. By doing this the manager is able to come up with remedies to the problem if it were to occur or find a way to keep it from occurring in the first place. A manager attempting to start a new service could have numerous items to think through in order to implement an effective service.

A good example of a situation where critical thinking could have saved company money was recently in the news headlines around the world. British Petroleum recently had one of their oil platforms blow open releasing millions of gallons of oil into the Gulf of Mexico. Had more critical thinking been done in regards to the oil platforms themselves better resolution to the problem could have been made. Since BP didn't have any predetermined method of resolving a major leak the company had to create a resolution while under the intense scrutiny of the American government.

During the critical thinking stage managers should have determined that there was a potential for a leak and created numerous potential solutions should a leak occur. Unfortunately, the company had to create a plan quickly without the opportunity to look into potential problems that each solution could cause. One plan included the use of dispersants to break up the oil. This plan is one that was created without any testing on the dispersants on a large scale ahead of time. By not knowing the ultimate impact on sea life, BP could find themselves with a considerable financial obligation to the people of the United States if the dispersant does more damage than the oil would have.

Careful critical thinking is what can save a company from major problems down the road.

By simply thinking ahead and working through all of the potential road blocks a company is better suited to resolve issues should they occur. BP could have resolved the oil leak quickly if they had a plan ahead of time to do so. Critical thinking in the planning stages would have found potential problem areas and could have allowed for better safety precautions. Other flaws in critical thinking for the company happened when inspection findings were ignored. Throughout the chain of events that ultimately led to the oil catastrophe BP had opportunities to use Critical Thinking to prevent the problem in the first place and failed to do so. It was this failure to use critical thinking that ultimately allowed the catastrophe to happen in the first place.

Critical thinking is something that can't simply be ignored in business. It can make the difference between the overall success of not just the manager but the company itself. This is especially true for smaller businesses where each decision could make or break the company. By taking the time to use critical thinking in advance a company is able to make better decisions and should experience better outcomes as a result.

LECTURE-17

Critical thinking is self-guided, self-disciplined thinking which attempts to reason at the highest level of quality in a fair-minded way.   People who think critically consistently attempt to live rationally, reasonably, empathically. They are keenly aware of the inherently flawed nature of human thinking when left unchecked.   They strive to diminish the power of their egocentric and sociocentric tendencies.   They use the intellectual tools that critical thinking offers – concepts and principles that enable them to analyze, assess, and improve thinking.   They work diligently to develop the intellectual virtues of intellectual integrity, intellectual humility, intellectual civility, intellectual empathy, intellectual sense of justice and confidence in reason.   

They realize that no matter how skilled they are as thinkers, they can always improve their reasoning abilities and they will at times fall prey to mistakes in reasoning, human irrationality, prejudices, biases, distortions, uncritically accepted social rules and taboos, self-interest, and vested interest.   They strive to improve the world in whatever ways they can and contribute to a more rational, civilized society.    At the same time, they recognize the complexities often inherent in doing so.   They avoid thinking simplistically about complicated issues and strive to appropriately consider the rights and needs of relevant others.   They recognize the complexities in developing as thinkers, and commit themselves to life-long practice toward self-improvement.   They embody the Socratic principle:   The unexamined life is not worth living , because they realize that many unexamined lives together result in an uncritical, unjust, dangerous world, Linda Elder, September, 2007

Thinking Errors

What we think strongly affects how we feel. How often have you felt stressed, anxious or worried and noticed that what you are thinking is generally negative? You may notice yourself having thoughts such as “I’m useless I can’t do anything right” or “Nobody likes me”. These types of thoughts are called “cognitive distortions” – which is a fancy term for saying that the way you’re thinking about something doesn’t match up with the reality of what’s going on. These types of thought are extremely common in individuals suffering from such issues as depression, anxiety and low self-esteem, as well as many others. They can send us spiralling down into misery and sadness because of their effects on how we feeling, how our body reacts and how we behave. As you can see from the diagram below, these sorts of effects can have a reinforcing pattern which seeks only to keep us feeling bad about ourselves. For example, thinking such thoughts as “Nobody likes me” can mean that we start to feel anxious and self conscious around others, which in turn generates unpleasant anxious feelings such as sweating and palpitations (heart flutters) consequently resulting in us withdrawing from others which leads to further negative thoughts and so on. 
These ‘Cognitive Distortions’ are at the core of what many Cognitive behavioural therapists try in partnership with you firstly to identify and secondly to change. By recognising when we are thinking these distorted thoughts, we then begin to question them and eventually replace them with more balanced thinking.  However this is not as easy task, as we can think these thoughts so often and so quickly that they become ‘automatic’ and we can have real difficulty in knowing when we are thinking them. The good news is that like any habit these unhelpful and distorted patterns of thinking can be broken down and changed through good old awareness and practice.  Have a look at the list of the most common thought distortions and see whether you can identify them in your own thinking:

1.     Mental Filter:
Mental filtering is when we focus exclusively on the most negative and upsetting features of a situation, filtering out all of the more positive aspects. For example, you may undertake a presentation at work which is complimented and praised by 95% of the team. However, you may be dwelling and focusing on the 5% that thought some aspects could be done better ignoring the vast majority of positive feedback. Consequently, your view of reality can become distorted with a solely negative perspective preventing you from participating in future events and enjoying the praise offered to you.

2.     Disqualifying the Positive:
Disqualifying the positive is when we continually discount the positive experiences we encounter by stating that “they don’t count” or dismissing them as unimportant. For example, we may think when a friend compliments us that “they are just saying that to be nice” or “that they are trying to get something out of me”.  In this sense it is clear to see how are thinking is distorted as we are solely concerned with the negative aspects of a situation rather than putting that into a bigger picture which includes the positive elements.

3.     “All or Nothing” Thinking:
“All or nothing” thinking is when we see things purely in “black-or-white”. These types of thoughts are characterized by terms such as “always”, “never” or “every”.  Everything is seen as “good or bad”, “successes or failures” and it is generally the negative perspective that is more readily endorsed, ignoring the shades of gray that lie in between. For example, someone thinking in all-or-nothing terms will see not getting 100% on an exam as a total failure, despite getting 80%. Thinking in this way can be disheartening and demoralising and seeks to heighten negative mood.

4.     Overgeneralization:
 Someone thinking in an over generalizing way will often see a single unpleasant incident or event as evidence of “everything being negative”.  If something bad happens then it will be seen as part of a never-ending pattern of negativity and defeat. For example, someone who failed an interview may feel that they will never get a job. Similarly, going on a bad date may mean that they will never find a partner.

5.     Jumping to Conclusions
An individual who ‘jumps to conclusions’ will often make a negative interpretation or prediction even though there is no evidence to support their conclusion. This type of thinking is often made when thinking about how others feel towards us and is often divided into two categories:

         Mind Reading: Assuming the thoughts and intentions of others. E.g. “I know they were all laughing at me”
         Fortune-telling: Anticipating the worse and taking that as fact. E.g.  “I am definitely going to fail” 

6.     Magnifying or Minimising (Also referred to as “Catastrophisation”)
Thinking in a magnifying or minimising manner is when we exaggerate the importance of negative events and minimize or down-play the importance of positive events. In depressed individuals, it is often the positive characteristics of other people that are exaggerated and negatives understated.  This type of thinking is also characterized by catastrophe. When we think catastrophically we are unable to see any other outcome other than the worse possible however unlikely this result may turn out to be.  For example a simple and small mistake in the office will be turned into “I will lose my job, and then I won’t be able to pay my bills and then I will lose my house”.

7.     Personalization
A person engaging in personalisation will automatically assume responsibility and blame for the cause of negative events that are not under their control. For example you may think that it’s your fault your project failed despite the fact it was your colleague who did very little work and you did your work on time. This distortion has been described as the “mother of guilt” because this distortion leads to painful feelings of guilt, shame and inadequacy.

8.     “Shoulds and “Oughts” :
Individuals thinking in “shoulds”, ‘oughts” or “musts” have an ironclad view of how they and others ‘should’ and ‘ought’ to be. These rigid views or rules can generate feels of anger, frustration, resentment, disappointment and guilt if not followed. For example, feeling that you “should get full marks on an exam”, that “you shouldn’t have made so many mistakes”, “that the doctor ought to be on time” or “I mustplease everyone”

9.     Emotional Reasoning:
Emotional reasoning is when we assume feelings reflect fact regardless of the evidence– “I feel it, therefore it must be true”.  “If I feel ugly and stupid, then I must actually be ugly and stupid” or “I feel guilty, therefore I must have done something bad and be a bad person”. These types of thought can lead to self-fulfilling prophecies whereby our thoughts can end up eliciting the behavior we predicted just because we changed our behavior in accordance with that thought. 

10.    Labeling: 
Labeling is an extreme form of “all-or-nothing thinking” and “overgeneralization”.  For example, upon making a mistake an individual may say “I am such a loser” or “I’m so stupid” rather than “I made a mistake”. Rather than describing the specific behavior, an individual instead assigns a negative and highly emotive label to themselves or others. These thoughts can lead to anger, guilt and importantly are so absolute that there leaves no room for change.

 

If you recognize any of these types of thoughts in yourself, then you are halfway there. Try monitoring when and how often you think these thoughts and in what situations they occur. By identifying when you are experiencing these thoughts you can begin to slow them down, challenge them and importantly, re-balance them in favor of healthier thinking.

Critical thinking is a meta-thinking skill. It requires thinking about thinking. We have to reflect on the good principles of reasoning and make a conscious effort to internalize them and apply them in daily life. This is notoriously hard to do and often requires a long period of training. The mastery of critical thinking is similar to the mastery of many other skills. There are three important components: theory, practice, and attitude.

If we want to think correctly, we need to follow the correct rules of reasoning. Knowledge of theory includes knowledge of these rules. These are the basic principles of critical thinking, such as the laws of logic, and the methods of scientific reasoning, etc.

Also, it would be useful to know something about what not to do if we want to reason correctly. This means we should have some basic knowledge of the mistakes that people make. First, this requires some knowledge of typical fallacies. Second, psychologists have discovered persistent biases and limitations in human reasoning. An awareness of these empirical findings will alert us to potential problems.

However, merely knowing the principles that distinguish good and bad reasoning is not enough. We might study in the classroom about how to swim, and learn about the basic theory, such as the fact that one should not breathe under water. But unless we can apply such theoretical knowledge through constant practice, we might not actually be able to swim.

Similarly, to be good at critical thinking skills it is necessary to internalize the theoretical principles so that we can actually apply them in daily life. There are at least two ways one is to do lots of good-quality exercises. Exercises include not just exercises in classrooms and tutorials. They also include exercises in the form of discussion and debates with other people in our daily life. The other method is to think more deeply about the principles that we have acquired. In the human mind, memory and understanding are acquired through making connections between ideas.

To improve one's thinking one must recognize that the importance of reflecting on the reasons for belief and action. One must also be willing to engage in debate, to make mistakes, to break old habits, and to deal with linguistic complexities and abstract concepts. See also our next tutorial about the teaching of critical thinking.

LECTURE-18

Human Resource Management:
Despite tremendous worldwide efforts towards privatization, public enterprise sector still enjoy significant presence being a major contributor in economies of both developed and developing countries (Jadoon,1994; Khan,2008; Trivedi,2008) which is true in case of Pakistan. Therefore, performance of public enterprises has remained an important policy concern for the government of Pakistan. In order to increase efficiency and affectivity of public organizations New Public Management (NPM) reformers have emphasized to inculcate performance- based and result oriented corporate management culture in public sector (Hood,1991; Osborne and Gaebler,1992; 

Pollitt, 1993).Under this universal NPM trend the governments, both in developed and developing countries, are emphasizing public organizations to emulate private sector management techniques in order to become dynamic, efficient and productive. In the efforts of emulating best corporate practices, public organization are introducing private sector human resource management practices in place of traditional personnel administration in order to manage human resources in an efficient, goal-oriented and flexible way (McCourt & Minogue,2001).
Adoptability of private sector HRM practices in public sector, in general, is a major challenge 

(Tompkins, 2002; Stephen, 2007). The management of human resources requires autonomy and flexibility in decision making which is a rare phenomenon in public organizations because of the centralizing tendency in the public sector particularly in Pakistan. However, public enterprises, being statutory bodies, should ideally have managerial autonomy required for practicing HRM activities in managing their human resources. On the other hand, it is also true that state controls and political interferences are inevitable in public enterprises working under larger systems of authority (Garner, 1983; Aharoni, 1986; Lioukas et al, 1993; Rondenili, 2008). In this scenario, public enterprises may face challenges and issues that can hinder the adoptability of private sector HRM practices in their unique context. Hence, the study argues that it is possible that rhetorically introduced HRM practices may not be successfully implemented in public enterprises. Gap between rhetoric and reality of HRM is highlighted in HR literature (Legge,1995; Khilji & Wang, 2006; lengnick-Hall et al, 2009). Khilji & Wang (2006) argue that intended HRM‟ being formulated in policies may be substantially different from „implemented HRM‟ and that mere mimicry of HR practices cannot produce the desired results until these are actually implemented in the organization. In this context, the present study attempts to evaluate adoptability of private-sector HRM practices and explore gaps between HR rhetoric and reality in public enterprises in Pakistan through a case study analysis of Sui Northern Gas Pipelines Limited (SNGPL). It is a qualitative research and mode of data collection is in-depth interviews which are conducted not only in HR department but also with managers outside HR department. Besides this, HR policy documents are analyzed.

Public enterprises in Pakistan are modernizing HR management practices under the influence of 

NPM trend passed to Pakistan by international donor agencies. The adoptability of private-sector 

HRM practices are challenge for PEs of Pakistan in two respects. First, „context‟ of application of NPM reforms which involve inherent challenge of policy transfer from developed to developing countries. Second, application of content‟ of NPM reforms which present challenge of coping with public-private differences. Hence, the study argues that gaps can exist between grounded reality of HR and rhetorically introduced reforms.

For analyzing adoptability of NPM-based reforms in developing countries, New-Institutionalism can provide essential theoretical basis. Within New-Institutionalism, sociological and historical perspectives can provide a possible framework for analyzing adoptability of NPM-based human resource reforms in public enterprises in Pakistan. Sociological Institutionalism can be used to analyze and understand the mechanisms and forces that trigger public enterprises to adopt HR reforms. In particular the Institutional Isomorphism can be used to analyze the mechanisms that trigger public sector reforms. Institutional isomorphism include “coercive”, “mimetic” and “normative” pressures (DiMaggio and Powell, 1991:67). Coercive isomorphism pressures are caused by both “formal and informal pressures exerted on organizations by other organizations upon which they are dependent” (DiMaggio and Powell, 1991:67). In this context, many countries have introduced reforms under pressures of donor agencies as noted by Larbi (2006:31) that in developing countries, NPM tools have “tended to be applied through powerful international donor agencies and financial institutions”. Donors have imposed NPM reforms in a 

“one-size fits all fashion” without looking into specific social, political, cultural and intuitional setting in which reforms are to be implemented (Tambulasi, 2010).

The inconsistencies found between formulated and operationalized human resource management indicate that public enterprises are imitating private sector HR practices in their effort to emulate best corporate management practices under the influence of NPM trend but mere mimicry of HRM practices cannot help in increasing efficiency and performance until they are actually implemented.

LECTURE-19

Human Resource Development
Human resource is needed to be developed as per the change in external environment of the organization, hence, HRD helps to adapt such changes through the development of existing human resource in terms of skill and knowledge. The importance or significance of HRD can be explained as follows:

1. HRD Develops Competent HR

HRD develops the skills and knowledge of individual; hence, it helps to provide competent and efficient HR as per the job requirement. To develop employment's skill and competencies, different training and development programs are launched.

2. HRD Creates Opportunity For Career Development

HRD helps to grasp the career development opportunities through development of human skills and knowledge. Career development consists of personal development efforts through a proper match between training and development opportunities with employe's need.

3. Employ Commitment

Trained and efficient employees are committed towards their jobs which is possible through HRD. If employees are provided with proper training and development opportunities, they will feel committed to the work and the organization.

4. Job Satisfaction

When people in the organization are well oriented and developed, they show higher degree of commitment in actual work place. This inspires them for better performance, which ultimately leads to job satisfaction.

5. Change Management

HRD facilitates planning, and management of change in an organization. It also manages conflicts through improved labor management relation. It develops organizational health, culture and environment which lead to change management.

6. Opportunities For Training And Development

Trainings and development programs are tools of HRD. They provide opportunity for employee's development by matching training needs with organizational requirement. Moreover, HRD facilitates integrated growth of employees through training and development activities.

7. Performance Improvement

HRD develops necessary skills and abilities required to perform organizational activities. As a result of which, employees can contribute for better performance in an organization. This leads to greater organizational effectiveness.

Functions of Human Resource Development:

Human resource development can be a stand-alone function or a part of function within human resource department, human resource wheel. It is established when there are greater diversities in the workforce, more people involved in knowledge work, greater expectations in meaningful work and employee involvement, and shifts in nature between employees and organizations (Pat Mclagan). Related to human resource wheel, three primary functions of human resource development have been identified as follow:

A. Training and development: Training involved providing the employees the knowledge and skills needed to do a particular task or job. Development involved preparing for future work responsibilities and increasing capacities of employees to perform their current jobs. It can be said that training and development focuses on changing or improving the knowledge, skills, ability, and attitudes of individuals. The shape of training can be in the form of employee orientation, counseling, skills and technical training programs, or management training and development programs.     

B. Organizational development: It is defined as the process of enhancing the effectiveness of an organization and the well-being of its members through planned interventions that apply behavioral science concepts. It comprises ofmicro and macro changes. Micro changes are directed at individuals; small groups, or teams, whereas macro changes are intended to improve the effectiveness of the organizations. It can be said, in terms of human resource development, it is a change gent that requires facilitating, consulting, advising planning, implementing, or intervening with others to link to changes.  

LECTURE-20

Career Management
Career management is the lifelong process of investing resources to achieve your career goals. Career management is not a singular event but a continuing process that is a necessity for adapting to the changing demands of the 21st Century economy.

Whether we are in the early phase of our work life or are a workforce veteran, we have probably heard the term career management. We have also probably heard that in the future we need to be responsible for our careers. What we may not have been told is what career management is and how we do it! Career management uses concepts similar to good financial management. A good rule of thumb to keep in mind is that a disciplined investment, made on a regular basis, yields a greater return. Although the tactics will vary, career management focuses on two key investment assets to manage throughout our working years, our personal lifelong learning and our network of relationships.

Lifelong learning

It is often surprising to realize how much of our day-to-day work is now based around technology. Computers and other scientific advancements have radically altered the way in which we conduct work. Even more amazing is the realization that there are more scientists alive today than ever before and the projected rate of change will increase tenfold in our children's lifetime. The ramifications of these advancements and innovations will ripple swiftly through the economy, obsolescing many businesses and catapulting others into the limelight. How well we are able to adapt to these ongoing innovations will be directly related to how current we keep our knowledge and skills. Consider how to vary your investments in time, energy and resources. Examples might include: credentialed coursework (locally or through distance learning), topical courses for certificates, joining cutting edge projects, attending conferences, or staying current in professional reading.

Network of Relationships

As we have moved to an information and service economy, relationships have become an increasingly critical asset. Not only do our relationships help us accomplish our day-to-day tasks with colleagues, vendors, customers and competitors, these relationships will be the source of information about how fields and industries are evolving. We also have relationships outside of our work environments that may be affiliated with our hobbies, children, and spiritual or community networks. These personal and professional relationships will transcend specific companies, industries and communities. How we interact, respond and connect in all our relationships will impact our present performance and future opportunities. Very little is accomplished in isolation. Networking uncovers more than 70% of current job openings.

Keeping connected and knowing how to build good relationships are more important than ever before. These skills can be developed in applied communication courses, mastering contact management software, effective listening and genuine desire to get to know people better.

Lifelong learning and relationship management form the backdrop of successful career management. Creating a vision and plan are also essential to guiding informed investment decisions and establishing annual goals. The career vision we establish should be broad enough to be flexible, but specific enough to be actionable. This career vision, built on a profile of our unique traits, directs our choices to develop what we need to be satisfied and be able to successfully contribute in different work environments over the years. To maintain our adaptability and employability, habitually establishing annual learning goals and nurturing our relationships are the keys to productive career management.

Career development: It is an ongoing process by which individuals’ progress through a series of stages characterized by a set of issues, themes and tasks. It involves two-distinct process, career plan and career management. Career planning involves activities performed by individuals with the assistance of counselors or others in order to assess their skills and abilities in establishing realistic career plan. Career management involves taking necessary steps to achieve that plan, and it mainly focus on what organizations can do to foster career development.  

ANTICIPATORY SOCIALIZATION

Anticipatory socialization occurs before the individual joins the company. Through anticipatory socialization, employees develop expectations about the company, job, working conditions, and interpersonal relationships. These expectations are developed through interactions with representatives of the company (e.g., recruiters, prospective peers, and managers) during the recruitment and selection process. The expectations are also based on prior work experiences in similar jobs.

Potential employees need to be provided with realistic job information. A realistic job preview provides accurate information about the attractive and unattractive aspects of the job, working conditions, company, and location to ensure that employees develop appropriate expectations. This information needs to be provided early in the recruiting and selection process. It is usually given in brochures, in videos, or by the company recruiter during an interview. Although research specifically investigating the influence of realistic job previews on employee turnover is weak and inconsistent, we do know that unmet expectations resulting from the recruitment and selection process have been shown to relate to dissatisfaction and turnover. Employees’ expectations about a job and a company may be formed by interactions with managers, peers, and recruiters rather than from specific messages about the job.

ENCOUNTER

The encounter phase occurs when the employee begins a new job. No matter how realistic the information was that they were provided during interviews and site visits, individuals beginning new jobs will experience shock and surprise. Employees need to become familiar with job tasks, receive appropriate training, and understand company practices and procedures.

Challenging work plus cooperative and helpful managers and peers have been shown to enhance employees’ learning a new job. New employees view managers as an important source of information about their job and the company. Research evidence suggests that the nature and quality of a new employee’s relationship with the manager has a significant impact on socialization. In fact, the negative effects of unmet expectations can be reduced if new employees have a high-quality relationship with the manager! Managers can help create a high-quality work relationship by helping new employees understand their role, by providing information about the company, and by being understanding regarding the stresses and issues that new employees are experiencing.

SETTLING IN

In the settling-in phase, employees begin to feel comfortable with their job demands and social relationships. They start resolving work conflicts (e.g., too much work to do, conflicting demands of the job) and conflicts between work and nonwork activities. Employees become interested in the company’s evaluation of their performance and in learning about potential career opportunities within the company.

Employees need to complete all three phases of the socialization process to fully contribute to the company. For example, employees who do not feel that they have established good working relationships with co-workers will likely spend time and energy worrying about relationships with other employees rather than worrying about product development or customer service. Employees who experience successful socialization are more motivated, more committed to the company, and more satisfied with their jobs.

ORIENTATION PROGRAMS

Socialization and orientation programs play an important role in socializing employees. Effective socialization and orientation programs focus on providing the employee with a broad understanding of the history of the company, the company goals, and day-to-day interpersonal relationships as well as performance requirements. Effective socialization programs result in employees who have strong commitment and loyalty to the company, which reduces turnover. Orientation involves familiarizing new employees with company rules, policies, and procedures. Typically, a program includes information about the company, the department in which the employee will be working, and the community.

While the content of orientation programs is important, the process of orientation cannot be ignored. Too often, orientation programs consist of completing payroll forms and reviewing personnel policies with managers or human resource representatives. The new employee is a passive recipient of information and has little opportunity to ask questions or interact with peers and managers. Software and online tools are now available to make it easier for companies and their new employees to complete the ordinary tasks related to a new job: setting up e-mail accounts, distributing online employee handbooks, completing important documents such as tax and benefit forms, and scheduling orientation meetings. This allows the new employee more time for interacting with new peers and managers and learning about the company culture and products and services. For example, Pinnacle Entertainment used a Web-based system to create online files for newly hired casino employees. The system allows employees to go online to complete forms and to schedule two days of orientation. The new employees like the system because it eliminates the need for them to rewrite their personal information on multiple forms. The company has found that the system reduces the time, paperwork, and hassles related to hiring new employees.

Effective orientation programs include active involvement of the new employee. Robert W. Baird, a financial services company, combines learning requirements with activities designed to help new employees feel at home in the company culture. For example, new financial advisors participate in a six-month program involving both in-class and field assignments. Advisors also attend the Professional Business Forum at the company’s Milwaukee headquarters. In addition, new hires attend panel discussions with Baird’s senior management from all business units, sessions devoted to topics such as communications and project management, and a question-and-answer session with Baird’s chairman, president, and chief executive officer.

Monster, the leader in online recruitment, uses a day-long orientation session in which education is mixed with fun, games, and prizes. During the first part of the orientation session, new employees meet each other and discuss how they chose a job at Monster. Monster’s founder and the North American president as well as other executives personally welcome the new hires either in person or via videotape. New employees receive information about Monster’s business philosophy, its customers, and its products and services. New employees receive specialized badges and fun Monster prizes. The meeting room is decorated in Monster colors and includes a list of the company values. The second part of the orientation program helps employees get off to a good start in their new job. Each new employee’s manager receives a list of things that need to be done before the new employee arrives (such as setting up the work area) and during the employee’s first four weeks at Monster (such as training, completing paperwork, identifying peers). All new employees are also assigned departmental mentors. Mentors greet the new hires at the end of the orientation, introduce them to their managers, and serve as their key contact person until the new employee is comfortable. New hires’ reactions to the program have been positive.

Several companies are using technology to make orientation more interactive and reduce travel costs. For example, consider Arrow Electronics, an electronics component and computer products company with 11,000 employees in over 200 locations in 53 countries. Arrow used to have a five-day orientation that introduced the industry and Arrow’s culture, values, and history to new employees. However, the program was not cost effective because it was limited to the company’s North American employees and meant all new employees had to travel to one location to attend the program. Arrow now delivers the same content through an interactive computer game. New employees can view modules on industry basics, corporate history, and corporate culture. Each module is followed by a quiz show-based game that assesses what employees have learned and provides immediate feedback. The program is self-paced, can be accessed around the world, and can be completed in several different languages. The program has saved Arrow money. Total costs for game development were approximately 10 percent of what was traditionally spent on classroom orientation. IBM uses Second Life to teach its new hires about corporate culture and business processes. Employees’ avatars attend meetings, watch presentations, and interact with other avatars in a virtual IBM community.

An example of how orientation and socialization can reduce turnover and contribute to business, consider Clarkston Consultant’s program. Clarkston Consulting, a management and technology consulting company with approximately 300 employees, has an orientation program that includes learning about the company after accepting a job offer as well as during the first days on the job. An on boarding team consisting of trainers, recruiters, human resource representatives, and current employees maintains contact with each new employee using a wiki. The wiki provides information about the company culture and a discussion blog is also accessible. Once they join the company, employees have eight weeks of instructor-led and e-learning training, a book assignment with a discussion, and individual and team assignments simulating actual projects with clients. Biweekly conference calls are arranged for new employees so they can share their knowledge and experiences. Farmers Insurance involves its 2,000 new field employees in an immersion program that provides industry and job knowledge, group discussion and peer interaction, job shadowing, and peer mentoring, along with live, supervised interactions with customers. As a result of the program, new-hire turnover has decreased 4 percent in one year, saving the company $1.96 million. Also, employees’ quality scores in the areas of accuracy, efficiency, and service have improved from 87 to 92 percent on their 90-day evaluations.

Employee development and workforce planning include:

· Talent Management Basics focuses on understanding the “bench strength” in your organization.

· Retention and Engagement Strategies explores the reasons why employees choose to remain or leave an organization and examines the links among employee development, motivation, engagement, and productivity.

· Early Career: Engaging Employees focuses on the importance of understanding and managing the expectations of early career employees.

· Mid-Career: Managing Challenges, Opportunities, and Plateaus looks at the unique career and professional development needs of mid-career employees.

· Late Career: Leveraging Expertise and Experience introduces the dynamics and demographics of tapping the expertise of the growing older segment of the workforce that may increasingly be looking for workplace flexibility and part-time work arrangements.

· Development during Times of Change considers reorganizations and changes as an opportunity for development, networking, job enrichment and exploring new assignments.

LECTURE-21

There’s a need for a fundamental shift in how organizations look at and use performance management, said Rose Mueller-Hanson, Ph.D., director of leadership and organizational leadership for Personnel Decisions Research Institutes (PDRI). Performance management, she said, “is one of the most powerful talent management practices we have as HR professionals.” However, “for many of us, performance management fails to live up to its potential, even though there’s a lot of power to it.”

Mueller-Hanson was the speaker during an October 2012 webinar, “Driving Performance Through Increased Employee Engagement,” hosted by PDRI and TMGov.org. PDRI is based in the Greater Minneapolis-St. Paul, Minn. area, and TMGov.org is the portal for Talent Management in Government, based in Northern Virginia. “We’re looking at performance management in the wrong way,” Mueller-Hanson said. She called for a “fundamental mind shift” in how organizations use it to drive high performance and engagement.

“Even the label [performance management] comes with a lot of baggage and anxiety,” she observed, and “evokes a lot of strong feelings and opinions.”

Often, there are lofty goals for performance management: to align individual actions with an organization’s mission, to help employees learn and grow, to help improve communication and the relationship between employees and managers, and to improve the performance of individuals and the organization as a whole. Few of these goals are achieved.

During the webinar, Mueller-Hanson challenged some long-held assumptions that link engagement and performance management.

“Oftentimes, those terms get mixed. … They’re actually very different,” she said. “Recognize that if you’re trying to use the same approach for both, you may be working against yourself.”

For example, if an employer asks an employee to weigh in on their strengths and weaknesses as a way to build skills, and then uses that same information in the employee’s performance review, there is a disincentive for the employee to be honest.

Additionally, organizations often get caught up in approaches to performance management that might not achieve the desired results, such as “SMART” goals (Specific, Measurable, Actionable, Realistic, Timebound), team goals, individual goals, cascaded goals or no goals.

“They take a lot of effort to do and there’s no evidence they necessarily produce value,” Mueller-Hanson said, adding that some systems skirt the real challenge of driving high performance in an organization.

Additionally, organizations devote a lot of time to the rating criteria and rating scale, and focus on who rates employees, but they ignore the audience for which such tools are intended. Mueller-Hanson urged employers to focus less on the system and more on the people.

Emphasize setting ongoing expectations, providing immediate feedback and having career discussions as a way to drive high performance among employees in your organization, she advised.

High-performance, high-engagement organizations have managers who:

· Make expectations clear.

· Help find solutions to problems.

· Play to employees’ strengths.

· Discuss strengths and development needs.

In order to manage performance day-to-day, she recommended conducting a baseline assessment with employees, managers and peers. Use the assessment to illustrate any gap between what exists and where the organization wants to be. Establish expectations, provide and ask for feedback and provide experiences that develop the employee.

“Even small changes can have a meaningful impact,” she said. “Find what works for you in the context of your organization … and focus on that.”

Some suggestions:

· Help people understand the big picture on how an employee’s day-to-day work contributes to the organization’s mission.

· Establish expectations, so employees know what success looks like for them.

· Provide rich, positive, constructive feedback on how employees can improve performance.

· Talk about key behaviors employees demonstrate and the positive or negative impact of those behaviors.

· Provide key experiences to develop employees.

· Mueller-Hanson encouraged organizations to have three critical conversations annually:

· In one conversation, talk with managers about how they communicate and how to improve their ability to hold candid conversations with employees.

· Have a second conversation at the team level that discusses how it works with other teams and how to overcome any barriers.

· Have a third conversation with individual employees focusing on individual achievements over the past year and what needs to happen for growth and development.

Managers may be held accountable through monthly check-ins and/or quarterly pulse surveys on key questions, such as the quality of the employee feedback they receive or how often managers are having key conversations.

Managing Poor Performance:
Employers who work at best practice benefit from motivated staff that are performing at their best. These employers also understand that when issues concerning underperformance are not addressed and managed both appropriately and sensitively, it can lead to unhealthy and unproductive outcomes that may affect the entire workplace.
A clear system for managing underperformance is good for both a business and its employees. 

Best practice employers are aware that ineffective performance management can dramatically reduce the level of performance in a workplace. Employees that perform well can lose motivation if they have to carry the burden of poor performing colleagues. Also, most employees who are not performing well would like to improve. Negative attitudes to performance management, or a lack of credibility with the process, can be an indication of an inadequate performance management system. 

A consistent approach to performance management provides opportunities to address problems and generate effective solutions. A successful performance management process is one that supports the workplace culture and is accepted and valued by employees. Here is an easy to follow step by step guide to managing underperformance.

Step 1 — identify the problem 

It is important to understand the key drivers of performance or underperformance within the workforce. It is also important to correctly and specifically identify the problem. Some common reasons for underperformance are identified later in this guide. 

Step 2 — Assess and analyze the problem 

The employer should determine: 

1) how serious the problem is

2) how long the problem has existed, and

3) how wide the gap is between what is expected and what is being delivered.

Step 3 — Meet with the employee to discuss the problem 

It is important that the meeting takes place in private and in an environment that is comfortable and non­threatening, away from distractions and interruptions. The employer should begin by holding a discussion with the employee to explain the problem in specific terms. From this conversation, the employee should be able to clearly understand: 

1) what the problem is

2) why it is a problem

3) how it impacts on the workplace, and

4) why there is a concern

Step 4 — Jointly devise a solution 

Where possible, it is important that a solution is jointly devised with the employee. An employee who has contributed to the solution will be more likely to accept and act on it. When working out a solution, the employer should: 

1) explore ideas by asking open questions

2) emphasize common ground

3) keep the discussion on track

4) focus on positive possibilities, and

5) offer assistance, such as further training, mentoring, lexible work practices or redefining roles and expectations.

Step 5 — Monitor performance 

The employer should monitor the employee’s performance and continue to provide feedback and encouragement. A meeting to review and discuss the employee’s performance should be held even if there is no longer an issue. This enables both parties to acknowledge that the issue has been resolved. The employer should provide both positive and negative feedback to the employee and should work with the employee to ensure that performance improvements are sustained. More serious action may need to be taken if the employee’s performance does not improve including further counseling, issuing formal warnings and ultimately if the issue cannot be resolved, termination of employment. 
Termination of employment 

If an employee’s performance does not improve to an acceptable standard, termination of their employment may be an option. Employers cannot dismiss their employees in circumstances that are “harsh, unjust or unreasonable”. What is harsh, unjust or unreasonable will depend on the circumstances of each case. However, it is important to be fair to employees particularly when it comes to termination of employment. They should be given reasons for dismissal and an opportunity to respond to those reasons. Importantly, employers with fewer than 15 employees (based on a simple headcount) will be covered by special dismissal arrangements which are different to those that apply to larger businesses.

LECTURE-22

Compensation Management:
Compensation Management is more than just the means to attract and retain talented employees. In today’s competitive labor market, organizations need to fully leverage their human capital to sustain a competitive position. This requires integrating employee processes, information and programs with organizational processes and strategies to achieve optimal organizational results.
Incentives and variable compensation can be among the most important drivers of individual performance. By aligning rewards for individual activities with strategic objectives, incentive compensation management delivers significant strategic and financial value.

 

Managing complex incentives is extremely difficult. Integrating and processing large volumes of event-level data, ensuring accurate date-affectivity of compensation plans, managing the dispute process and allowing rapid plan updates at scale often limits opportunities to optimize the impact of incentive programs.

 

Incentive Compensation Management enables organizations to optimize their incentive programs by automating processes and providing an end-to-end ability to create, manage and distribute all aspects of a commissions program.

It can be said that compensation is the “glue” that binds the employee and the employer together and in the organized sector, this is further codified in the form of a contract or a mutually binding legal document that spells out exactly how much should be paid to the employee and the components of the compensation package. Since, this article is intended to be an introduction to compensation management, the art and science of arriving at the right compensation makes all the difference between a satisfied employee and a disgruntled employee.

Though Maslow’s Need Hierarchy Theory talks about compensation being at the middle to lower rung of the pyramid and the other factors like job satisfaction and fulfillment being at the top, for a majority of employees, getting the right compensation is by itself a motivating factor. Hence, employers need to quantify the employee’s contribution in a proper manner if they are to get the best out of the employee. The provision of monetary value in exchange for work performed forms the basis of compensation and how this is managed using processes, procedures and systems form the basis of compensation management.

As the module progresses, readers would be introduced to other aspects of compensation management like the components of compensation management, types of compensation, inclusion of variable pay, the use of Employee Stock Options etc. The aspect of how skewed compensation management leads to higher attrition is discussed as well. This aspect is important as studies have shown that a majority of the employees who quit companies give inadequate or skewed compensation as the reason for their exit. Hence, compensation management is something that companies must take seriously if they are to achieve a competitive advantage in the market for talent.

Considering that the current trend in many sectors (particularly the knowledge intensive sectors like IT and Services) is to treat the employees as “creators and drivers of value” rather than one more factor of production, companies around the world are paying close attention to how much they pay, the kind of components that this pay includes and whether they are offering competitive compensation to attract the best talent. In concluding this article, it is pertinent to take a look at what Jack Welch had to say in this regard: As the quote (mentioned at the beginning of this article) says, if the right compensation along with the right kind of opportunities are made available to people by the firms in which they work, then work becomes a pleasure and the manager’s task made simpler leading to all round benefits for the employee as well as the employer.

Components of Compensation:

Monetary compensation package of employees generally consists of the following components:

1.     Basic Pay. The primary part of pay package is basic pay. For blue-collar workers basic wage may be based on work done (price wage system) but for whit-collar employees, supervisory staff and managers, basic salary is generally time bound. Basic pay is generally determined through job evaluation which is the process of systematically ascertaining the relative worth of a job.

2.     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 (30 per cent of basic pay in case of government employees).

· 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 foxed amount per month.

· 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.

In some cases, medical allowance, education allowance for children, tiffin allowance, etc. are also paid.

3.     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, commission on sales are some examples of incentive compensation.

4.     Fringe Benefits/Perquisites. Several types of benefits are paid particularly to senior managers. Provident funds, pensions, gratuity, encashment of earned leave, company house, company car, leave travel concession (LTC), medical aid, interest free loan, holiday homes, entertainment, stock options, etc. are examples of such benefits.

Factors affecting Compensation Policy

1) Productivity of workers: to get the best results from the employees and to increase the productivity compensation has to be productivity based.

2) Ability to pay: it depends upon the employer’s ability to pay wages to the workers. This depends upon the profitability of the firm. If the firm is marginal and can’t afford to pay higher than the competitors then the employees will go to other firms while if the company is successful then they can easily pay their employees as they wish.

3) Government: government has also fixed the rules for protecting the interest of the employees. The organizations are liable to pay as per the government instructions. Wages can not be fixed below the level prescribed by the government.

4) Labor union: labor union also helps in paying better wages to the workers. Higher wages have to be paid by the firm to its workers under the pressure of the trade unions.

5) Cost of living: wages depends upon the cost of living if it is high wages will also hike.

6) Demand and supply of labor: it is one of the important factors affecting wages. If the demand of labor is more they will be paid high wages otherwise vice versa. If the supply of the employees is more than they will be paid less and vice versa.

7) Prevailing wage rate: wages also depends upon the prevailing wage rate as the organizations have to pay accordingly to keep the employees with them.

LECTURE-23

HRM Issues

Human Resource Management can broadly be defined as a strategic and coherent approach to the management of the organization's most valued assets - the people working there, who individually and collectively contribute to the achievement of its objectives of sustainable competitive advantage. It involves all management decisions and actions that affect the relationship between organizations and employees-its human resource. Beer et al (1984). A further definition is provided by Pettigrew and Whip (1991) who suggests that relates to the total set of knowledge, skills and attitudes that firms need to compete. It involves concerns for and action in the of people, including: selection, training and development, employee relations and compensation. Such actions may be bound together by the creation of an HRM philosophy. 

Pakistan came into being on 14 August 1947 and today in 2006 she is struggling for sustainable development. Over the years Pakistan faced many challenges and the time of independence there were many genuine problems but 59 years were not less for developing and managing the human resource effectively. Now we are standing in a situation where our government setups have failed to deliver and achieve a level of excellence. The private local companies have HR department but not properly functional. The Army is a little organized but is over indulging in the areas that are not their domain The multinational are better because they are following the same internationally used management tools. 


The past practices can not be overlooked as they have created a bunch of unskilled qualified man power and unproductive organizations. The issues or problems in the human recourse management are in all the functions of HRM discipline: 


Job Analysis and Design: This function of HR needs constant update as every moving day has new performance implications. In our country the job descriptions and specifications are not properly taken care off. Many times people are performing overlapping tasks. The task that's not in the terms of reference does not add to the achievement of the job goal. 

Work Flow Process: Work process are not studied and worked out well so the tasks take longer to finish and unrequited process that could be negated are also present. So more people end up doing less work and the management process is complicated and over dragging. 

Recruitment and Selection: Though the government set up has evolved many procedures and formats for hiring and selection but it's over shadowed by nepotism and mal practices. In the private sector things are a bit better, as who ever is hired has to be apt for delivering the desired so even if the incumbent is hired by reference he/she has to come on a criteria and perform to sustain in the organization. 


Work Environment: The impact of office environment on the employee is negated all around Pakistan especially in the government sector. The rooms do not have proper filling place, proper seating, cleanliness is ignored and it's not at all enabling. 


Hierarchy: In the government sector hierarchy is too complex and giving your point of view to the boss can make you lose you job. The higher grade officers certainly require a complete paraphernalia and protocol which costs government money. Where as in the private sector at times hierarchy is ignored and over passed causing frustration to the manager. 

Working Hours: The flexi time concept is not applicable in the government sector. The employees have to follow timing be them doing nothing in that time. A new issue has also emerged in past years that people come at 8 in the morning show presence and then on the government vehicle go to various offices for networking, chat around, go home for lunch, rest and than come back at 5 in the evening and still till nine. This technique not only proves them to be committed but also give them the credits of hard work and perseverance. 

Performance Appraisal: The ACR in the government can make and break careers. All the factors that distort performance appraisal can be observed very obviously in many government departments. One average report cannot make you go up the ladder of success so performance effectiveness is not performing above the mark but keeping a good rapport with the boss. The person up in the hierarchy is not bothered about the relationship with the juniors as they are not thee to give feedback of the boss. 


Reward System: In our set up money is the only motivator even than the employees are not compensated according to the task. One example is of a police officer and an ordinary police man, the prior is given as many facilities as possible where as the subsequent is highly less rewarded. The reward system has no motivational components as high performance does not result in promotions, salary increase etc and bad performance does not cause any problems for the employee. 


Career Development: 
The aspirations of the employees are not kept in mind for his growth. 
Training and Development: In the government set up various national and international trainings are financed for the employees. There are issues with the selection of the individual, relevance of training, and the application of training to the job. It's been observed that the Pakistani officials who go for international trainings take them as shopping trips. 
In addition to these issues the following issues are also troubling the sustainable growth of human resource. 


We can't say that finances were not incurred on the human resource in the past half decade, a huge amount of government's money was spent but due to poor planning the output was not witnessed. 

It's a pity that at we are struggling for a place in the League of Nations due to poor human resource management in the past. The father of the Nation advised us to work, work and work but in vain. 


These issues are not to be taken as objects of pessimism ever dawn has a day. These issues can be taken as the starting point for better planning and effective human resource management. With the dawn of the New Year we can resolve to consider and treat our human resources as valuable assets and HR functions as vital for effectiveness. 

Ensuring Improved Performance
Performance refers to the way people do their jobs and the results of their work. Organizations seeking to solve a performance problem frequently implement a specific intervention, such as training, without fully understanding the nature of the problem or determining whether or not the chosen intervention is likely to succeed. Just as often, professionals with a high level of expertise in a specific intervention area see every problem as an opportunity to ply their trade. As Abraham Maslow once said, “To the person who only has a hammer in the toolkit, every problem looks like a nail.” In fact, there are a number of methods for improving the performance of organizations, teams and individuals. Organizational development, industrial engineering, training and development, quality assurance, and human resources development address performance gaps in particular ways. Performance Improvement differs from these approaches by using a systematic methodology to find the root causes of a performance problem and then implement an intervention (or “fix”) that applies to that specific performance deficit.

The PRIME II Performance Improvement Approach (PIA) is not a new intervention. Nor is it intended to replace other successful interventions or programs such as USAID’s Maximizing Access and Quality (MAQ) initiative, EngenderHealth’s Client-Oriented Provider-Efficient (COPE) services, Quality Assurance, Situation Analysis or Whole Site Training, one or more of which may already be in place when PI is implemented. Rather, the PI methodology offers a set of tools that can be used independently or in conjunction with other interventions to improve the accessibility and quality of FP/RH services.

Too often, FP/RH interventions have failed to build the capacity of organizations to sustain improved services or even to improve services at all. PI helps to ensure that selected interventions are supported and sustained by involving a stakeholder group from the outset and ensuring that an organization’s staff participates actively in every step of the process.

Factors That Affect Performance

Certain factors need to be in place for workers to be able to perform well on their jobs:

1. Clear job expectations

2. Clear and immediate performance feedback

3. Adequate physical environment, including proper tools, supplies and workspace

4. Motivation and incentives to perform as expected

5. Skills and knowledge required for the job.

Successful organizations support their workers by instituting and sustaining these performance factors. This support can be provided by a supervisor or emanate from a variety of other sources. For example, feedback can come from clients and incentives from a peer group. But no matter the source of these performance factors, it is the responsibility of the organization to make sure that a system is in place to deliver them.

When a performance factor is missing and a gap in performance has occurred, a solution, or intervention, usually becomes clear. For example, if workers lack information about what is expected of them, obvious interventions would include implementation of written policies, job descriptions or verbal directions.

The PI facilitator considers the entire human performance system by looking at the desired performance of workers and the organizations they work for. This approach does not presuppose any particular type of intervention; rather, it allows the PI facilitator and the stakeholder group to choose appropriate interventions once the problem is clear. Often, the PI practitioner will not have expertise in a needed intervention but will call on other professionals for that expertise—for example, bringing in instructional designers if training is required.

LECTURE 24
Planning Commission and Planning Development
Planning Commission of Pakistan is working on country’s development strategy, 2013-18 in partnership with stake holders with a focus on revival of the economy for achieving the goal of “Strong Economy - Strong Pakistan”. The strategy is aimed at stabilizing the economy through minimizing fiscal deficit, adopting self-reliance, focusing on tax reforms, increasing investments; reviving the economy for balanced and sustainable growth through promoting private sector and transforming productive sectors towards value addition through innovation, enhancing quality and productivity; achieving energy security through addressing energy crisis and inefficiencies, adding cheap power to the national grid and replacing expensive dependence on fuel oil to cheaper alternatives to provide affordable energy to citizens, through an integrated energy policy; building modern infrastructure for high growth economy which serves as a corridor and hub of regional trade through efficient transport networks by reducing production and transaction costs for providing a stimulus to economic growth; restoring peace and security through strengthening country’s relations with all countries of the world in particular the international economic blocks as well as improving security through initiating various social and entrepreneurial programs in under developed areas; achieving good governance through institutional and governance reforms with a focus on transparency, accountability, merits in appointments, involvement of citizens at all stages of planning, implementation and monitoring, and providing speedy solution through e-governance; and developing enterprising social capital with focus on human development, poverty alleviation and youth empowerment to achieve inclusive growth for a happy and harmonious society.

For Pakistan to become a middle-income country, GDP must grow at a sustainable rate of eight per cent, for more than 20 years–a challenge that can be overcome with proper planning and addressing of priority issues. If economic growth is not leveraged on a higher trajectory, the coming demographic changes will imply rising unemployment, frustrated youth, shortage of assets and difficulties in competing with neighboring South Asian countries. Over the past several decades, Pakistan has faced defence- and security-related problems along with a series of natural disasters, political, social and economic crises that have impacted virtually all facets of public and private life. Government and civil society institutions, NGOs, businesses and citizens are constantly in problem-solving and fire-fighting mode. Moving from one crisis to another has deprived the body politic from addressing intellectual and structural challenges. There is no strategic thinking on how to solve long-term problems in a sustainable manner, and the implementation mechanisms of innovative and high impact solutions. The national conversation in Pakistan simply continues to discuss, dissect and debate short-term issues moving from one crisis to the next.

Like any problem-solving exercise, unpacking the riddle of slow and unpredictable growth requires bold, innovative and holistic thinking about what constitutes growth, how it is sustained and deepened, and what factors tend to limit growth in Pakistan. In a way, traditional neo-classical approach to growth, where society thinks in terms of investing in public projects instead of growth strategies, is still somewhat relevant. Much of it has been tried and tested and to some extent it has succeeded; but to a large extent it has failed in Pakistan. 

Today, Pakistan confronts a new round of challenges and urgent demands. It is precisely at this 

moment—in the aftermath of a devastating flood and with security concerns—that the need to change the discourse about the country’s development has become most apparent. Reactive tactics and dependence on external aid are not helping Pakistan to develop or realize its potential.
Among the many factors that constitute an enabling environment, one of the least addressed and most important, is the degree of connectivity that the environment offers to its economic and social actors. No matter where and how growth is sought, a vital and most elusive question within the search for high and sustained economic growth focuses on the ease with which individuals, firms, organizations, communities and institutions connect with each other within and outside Pakistan. Put more simply, it helps analyze the level and quality of connectivity within Pakistan and globally.

In order to answer this question, within the context of economic growth, there is a need to understand connectivity (and physical, human and social capitals) and its impact on sustained and sustainable economic growth. The simplest way to conceptualize the value of connectivity to economic growth is through the framework of transaction costs. The easier it is for people to interact with each other, the more likely it is that they will interact. This simplified model does not capture the vastness of the challenges to a modern economy. Nor does it capture the full value that a well-connected economy can offer its citizens, in economic and non-economic terms. 

Efficient networks reduce the cost of achieving goals including the production and delivery of goods and services through greater collaboration between individuals and groups. Reduction in transaction costs, timely delivery of raw materials, real-time electronic and virtual interactions between existing infrastructure and those who maintain it, and less wastage of or damage to goods during transportation are the benefits provided by a well-connected network. Efficient networks also enhance economies of scale in the production of not only goods and services but also in the promotion of goals and objectives.

Connectivity needs to be seen within a broader context, which moves beyond the conventional roads, railroad networks, trucking, airlines, computer networks, cell phones, fiber optic cables etc. to how networks enhance interactivity, with efficient use of physical, human and social capitals – and how these resources are interwoven to produce desired outputs.

Most people easily grasp the notion of physical capital (infrastructure) as comprising roads, bridges, air and sea ports, internet, phone and wireless networks. Cars, trains, airplanes and ships that use the physical infrastructure are also part of physical capital. However, getting from one location to another is also possible through video conferencing, email, Twitter, VoIP (Voice over Internet Protocol), mobile telephony and fixed line telecommunications. This entire infrastructure is considered a part of the stock of physical capital. 

Physical capital cannot exist in the absence of cognitive and technical capacity to establish it in the first place, and to use it in the most efficient way thereafter. Using physical capital requires some basic skills, for example truck drivers need to know how to use the stick shift on their Bedford or Mack trucks. 

Similarly, software developers need to iron out video conferencing problems to service their remote clients. Scientists constantly try to find cheaper alternative fuels to make the airline industry more efficient and profitable. In a similar vein, cell phones began with transmitting just voice, then basic text in the form of SMS, then more complex data through the internet, and now offer live video streams of events taking place thousands of miles away.

The ingenuity, craftsmanship, innovation, creativity, endurance and thirst for profit that drive the constant use and improvement of physical capital constitute human capital. Human capital is most commonly measured through stock of skills, knowledge, experience, reputation, and physical attributes of people in a given economy. It is less tangible than physical capital and much more difficult to measure. It is what is required to convert the latent potential of physical capital into productive output. It is representative of the software of economic activity and growth. But human capital alone is not enough; if physical capital is the hardware of an economy, and human capital is its software, another input needs to be identified that is vital to making full use of hardware and software. It is inconceivable that there could be much use of hardware or software without a network connection. What use are laptops and applications that run on them, if they cannot connect to other servers and users? Networks bring people together to interact, by utilizing the infrastructure, and enhancing productivity. The value of these networks is known as social capital. To understand social capital, physical and human capitals are taken as the underlying resources that define social connectivity or community as the directory of people one can connect within a collective entity. 

Personal network can be seen as one’s contact-list of members within the community. Social capital can be defined as the knowledge and experience (a) members of a community have of other members and, (b) how they interact optimally within the community, given the formal and informal rules, tactics and strategies one learns over time by interacting within the community.

The notion and concept of social capital has been used since the 19th century to mean goodwill, 

fellowship and mutual sympathy.

In 1960, Jane Jacobs defined it as ‘value of networks’ which leaves open questions on what exactly is a network and how to measure the value of a network. Both are challenging questions. In early 1990s, Burt and Putnam used terms such as friends, colleagues, norms, trust and contacts that facilitate coordination and cooperation for mutual benefit to define social capital.

LECTURE 25
Delegation:
A manager alone cannot perform all the tasks assigned to him. In order to meet the targets, the manager should delegate authority. Delegation of Authority means division of authority and powers downwards to the subordinate. Delegation is about entrusting someone else to do parts of your job. Delegation of authority can be defined as subdivision and sub-allocation of powers to the subordinates in order to achieve effective results.

Elements of Delegation

1. Authority - in context of a business organization, authority can be defined as the power and right of a person to use and allocate the resources efficiently, to take decisions and to give orders so as to achieve the organizational objectives. Authority must be well- defined. All people who have the authority should know what is the scope of their authority is and they shouldn’t misutilize it. Authority is the right to give commands, orders and get the things done. The top level management has greatest authority. Authority always flows from top to bottom. It explains how a superior gets work done from his subordinate by clearly explaining what is expected of him and how he should go about it. Authority should be accompanied with an equal amount of responsibility. Delegating the authority to someone else doesn’t imply escaping from accountability. Accountability still rest with the person having the utmost authority.

2. Responsibility - is the duty of the person to complete the task assigned to him. A person who is given the responsibility should ensure that he accomplishes the tasks assigned to him. If the tasks for which he was held responsible are not completed, then he should not give explanations or excuses. Responsibility without adequate authority leads to discontent and dissatisfaction among the person. Responsibility flows from bottom to top. The middle level and lower level management holds more responsibility. The person held responsible for a job is answerable for it. If he performs the tasks assigned as expected, he is bound for praises. While if he doesn’t accomplish tasks assigned as expected, then also he is answerable for that.

3. Accountability - means giving explanations for any variance in the actual performance from the expectations set. Accountability can not be delegated. For example, if ’A’ is given a task with sufficient authority, and ’A’ delegates this task to B and asks him to ensure that task is done well, responsibility rest with ’B’, but accountability still rest with ’A’. The top level management is most accountable. Being accountable means being innovative as the person will think beyond his scope of job. Accountability, in short, means being answerable for the end result. Accountability can’t be escaped. It arises from responsibility.

For achieving delegation, a manager has to work in a system and has to perform following steps:
1. Assignment of tasks and duties

2. Granting of authority

3. Creating responsibility and accountability

Delegation of authority is the base of superior-subordinate relationship, it involves following steps:-

1. Assignment of Duties - The delegator first tries to define the task and duties to the subordinate. He also has to define the result expected from the subordinates. Clarity of duty as well as result expected has to be the first step in delegation.

2. Granting of authority - Subdivision of authority takes place when a superior divides and shares his authority with the subordinate. It is for this reason, every subordinate should be given enough independence to carry the task given to him by his superiors. The managers at all levels delegate authority and power which is attached to their job positions. The subdivision of powers is very important to get effective results.

3. Creating Responsibility and Accountability - The delegation process does not end once powers are granted to the subordinates. They at the same time have to be obligatory towards the duties assigned to them. Responsibility is said to be the factor or obligation of an individual to carry out his duties in best of his ability as per the directions of superior. Responsibility is very important. Therefore, it is that which gives effectiveness to authority. At the same time, responsibility is absolute and cannot be shifted. Accountability, on the others hand, is the obligation of the individual to carry out his duties as per the standards of performance. Therefore, it is said that authority is delegated, responsibility is created and accountability is imposed. Accountability arises out of responsibility and responsibility arises out of authority. Therefore, it becomes important that with every authority position an equal and opposite responsibility should be attached.

Therefore every manager, i.e., the delegator has to follow a system to finish up the delegation process. Equally important is the delegatee’s role which means his responsibility and accountability is attached with the authority over to here.

Relationship between Authority and Responsibility

Authority is the legal right of person or superior to command his subordinates while accountability is the obligation of individual to carry out his duties as per standards of performance Authority flows from the superiors to subordinates, in which orders and instructions are given to subordinates to complete the task. It is only through authority, a manager exercises control. In a way through exercising the control the superior is demanding accountability from subordinates. If the marketing manager directs the sales supervisor for 50 units of sale to be undertaken in a month. If the above standards are not accomplished, it is the marketing manager who will be accountable to the chief executive officer. Therefore, we can say that authority flows from top to bottom and responsibility flows from bottom to top. Accountability is a result of responsibility and responsibility is result of authority. Therefore, for every authority an equal accountability is attached.

Employee Retention:
Hiring employees is just a start to creating a strong work force. Next, you have to keep them. High employee turnover costs business owners in time and productivity. Try these tactics to retain your employees.

– Offer a competitive benefits package that fits your employees’ needs. Providing health insurance, life insurance and a retirement-savings plan is essential in retaining employees. But other perks, such as flextime and the option of telecommuting, go a long way to show employees you are willing to accommodate their outside lives.

– Provide some small perks. Free bagels on Fridays and dry-cleaning pickup and delivery may seem insignificant to you, but if they help employees better manage their lives, they’ll appreciate it and may be more likely to stick around.

– Use contests and incentives to help keep workers motivated and feeling rewarded. Done right, these kinds of programs can keep employees focused and excited about their jobs.

– Conduct “stay” interviews. In addition to performing exit interviews to learn why employees are leaving, consider asking longer-tenured employees why they stay. Ask questions such as: Why did you come to work here? Why have you stayed? What would make you leave? And what are your nonnegotiable issues? What about your managers? What would you change or improve? Then use that information to strengthen your employee-retention strategies.

– Promote from within whenever possible. And give employees a clear path of advancement. Employees will become frustrated and may stop trying if they see no clear future for themselves at your company.

– Foster employee development. This could be training to learn a new job skill or tuition reimbursement to help further your employee’s education.

– Create open communication between employees and management. Hold regular meetings in which employees can offer ideas and ask questions. Have an open-door policy that encourages employees to speak frankly with their managers without fear of repercussion.

– Get managers involved. Require your managers to spend time coachingemployees, helping good performers move to new positions and minimizing poor performance.

– Communicate your business’s mission. Feeling connected to the organization’s goals is one way to keep employees mentally and emotionally tied to your company.

– Offer financial rewards. Consider offering stock options or other financial awards for employees who meet performance goals and stay for a predetermined time period, say, three or five years. Also, provide meaningful annual raises. Nothing dashes employee enthusiasm more than a paltry raise. If you can afford it, give more to your top performers. Or, if you don’t want to be stuck with large permanent increases, create a bonus structure where employees can earn an annual bonus if they meet prespecified performance goals.

– Make sure employees know what you expect of them. It may seem basic, but often in small companies, employees have a wide breadth of responsibilities. If they don’t know exactly what their jobs entail and what you need from them, they can’t perform up to standard, and morale can begin to dip.

– Hire a human-resources professional. If your company is nearing 100 employees, consider hiring a human-resources director to oversee and streamline your employee structure and processes. Putting one person in charge of managing employee benefits, perks, reviews and related tasks takes a huge load off of you and makes sure employees are treated fairly. HR managers are also more up to date on employment laws and trends

LECTURE-26

Communication is very important to conflict management. According to Wilmot and Hocker (1998) conflict management ‘starts from clarification of communication and checking of perception’ which involves the following: 

i) speaking out what is on one’s mind;

ii) listening carefully;

iii) expressing strong feelings appropriately;

iv) asking questions;

v) remaining rational;

vi) maintaining a spirit of give and take;

vii) avoiding harmful or inflammatory statements;

viii) asking directly what is going on;

ix) telling others one’s opinion;

x) looking for flexible ‘shades of grey solutions’;

xi) recognising the power of initiating a cooperative move; 

xii) identifying conflict patterns; and lastly,

xiii) Engaging in negotiations of agreements and settlements.

When problem solving, parties seek a mutually acceptable solution to their conflict. "The parties or their representatives talk freely to one another. They exchange information about their interests and priorities, work together to identify the true issues dividing them, brainstorm in search of alternatives that bridge their opposing interests, and collectively evaluate these alternatives from the viewpoint of their mutual welfare." Parties may either compromise; agree on a procedure to determine who should win, or develop an integrative solution.

Integrative solutions are the most desirable, because they maximize both parties gain, and because they can diminish the parties perception of conflicting interests. Pruitt and Rubin suggest five techniques for creating integrative options. Parties may "expand the pie" by increasing the available resources. "In non-specific compensation, One Party gets what he or she wants, and the other is repaid in some unrelated coin." In logrolling, parties trade concessions on low priority issues. Cost cutting seeks ways to meet a party's goals with minimal or no cost to the other party. The parties may use bridging to invent new options that substantially satisfy both of their basic interests. Public Administration requires a high level of communication skills especially when such managements involve cross-cultural settings.

LECTURE-27

For a democracy to operate effectively, the government must communicate with the citizens of the country. They have a right to know what government ministries and other public sector bodies are doing, and why administrative decisions are made. 
The information provided by government must be credible and timely. In order to reach large numbers of people, the government must rely on the media, which filters and analyses information provided to the public electronically or in print.

Public administration reform requires a parallel reform of the role of citizen responsibility. Leaders of public administration reform need to communicate with the public, apprising them of the changing roles between citizens and the administration and what to expect from change. There is a need at all levels of society for a fundamental definition and understanding of the:

– specific roles of various public administration bodies;

– limits of those roles; and

– sanctions available to the public in the event of non-performance by those with public sector responsibilities.

This process of definition and understanding must begin with political leaders and public servants. At the same time, the difference in roles between the permanent civil service corps and elected and appointed political officials must be delineated.

Above all, every effort must be made to build confidence between the public administration, the citizenry at large, and the media. Individual citizens need to understand services provided by administrations and the new training and accountability standards being applied to civil servants. This will help to demystify the public sector while building up external respect and support for the continuing process of economic and political transformation.
It is generally not easy to report on public administration reform. Public administration reform is without any doubt a very important issue in the whole process of reform. But it is going beyond the surface. Results may be very important in improving peoples' relationships with the public administration, but since this is a process going on without much noise, it is almost impossible to forge news out of it. Basically it is a long-lasting process without spectacular developments
When foreign correspondents are to cover public administration, they should be given hints and ideas, data and prospects. I concede that because of a journalist's constraints always to cover "headline news", important background stories on subjects like public administration reform never or seldom are written.
LECTURE-28

Change Management:
The employee does not have a responsibility to manage change - the employee's responsibility is no other than to do their best, which is different for every person and depends on a wide variety of factors (health, maturity, stability, experience, personality, motivation, etc). Responsibility for managing change is with management and executives of the organization - they must manage the change in a way that employees can cope with it. The manager has a responsibility to facilitate and enable change, and all that is implied within that statement, especially to understand the situation from an objective standpoint (to 'step back', and be non-judgmental), and then to help people understand reasons, aims, and ways of responding positively according to employees' own situations and capabilities. Increasingly the manager's role is to interpret, communicate and enable - not to instruct and impose, which nobody really responds to well.
Be wary of expressions like 'mindset change', and 'changing people's mindsets' or 'changing attitudes', because this language often indicates a tendency towards imposed or enforced change (theory x), and it implies strongly that the organization believes that its people currently have the 'wrong' mindset, which is never, ever, the case. If people are not approaching their tasks or the organization effectively, then the organization has the wrong mindset, not the people. Change such as new structures, policies, targets, acquisitions, disposals, re-locations, etc., all create new systems and environments, which need to be explained to people as early as possible, so that people's involvement in validating and refining the changes themselves can be obtained.

Whenever an organization imposes new things on people there will be difficulties. Participation, involvement and open, early, full communication are the important factors. Workshops are very useful processes to develop collective understanding, approaches, policies, methods, systems, ideas, etc. See the section on workshops on the website. Staff surveys are a helpful way to repair damage and mistrust among staff - provided you allow people to complete them anonymously, and provided you publish and act on the findings.

Management training, empathy and facilitative capability are priority areas - managers are crucial to the change process - they must enable and facilitate, not merely convey and implement policy from above, which does not work. You cannot impose change - people and teams need to be empowered to find their own solutions and responses, with facilitation and support from managers, and tolerance and compassion from the leaders and executives. Management and leadership style and behavior are more important than clever process and policy. Employees need to be able to trust the organization.

The leader must agree and work with these ideas, or change is likely to be very painful, and the best people will be lost in the process.

Change Management Principles:
1. At all times involve and agree support from people within system (system = environment, processes, culture, relationships, behaviors, etc., whether personal or organizational).

2. Understand where you/the organization is at the moment.

3. Understand where you want to be, when, why, and what the measures will be for having got there.

4. Plan development towards above No.3 in appropriate achievable measurable stages.

5. Communicate, involve, enable and facilitate involvement from people, as early and openly and as fully as is possible.

 

John P Kotter's 'eight steps to successful change'

American John P Kotter (b 1947) is a Harvard Business School professor and leading thinker and author on organizational change management. Kotter's highly regarded books 'Leading Change' (1995) and the follow-up 'The Heart Of Change' (2002) describe a helpful model for understanding and managing change. Each stage acknowledges a key principle identified by Kotter relating to people's response and approach to change, in which people see, feel and then change.

Kotter's eight step change model can be summarised as:

1. Increase urgency - inspire people to move, make objectives real and relevant.

2. Build the guiding team - get the right people in place with the right emotional commitment, and the right mix of skills and levels.

3. Get the vision right - get the team to establish a simple vision and strategy, focus on emotional and creative aspects necessary to drive service and efficiency.

4. Communicate for buy-in - Involve as many people as possible, communicate the essentials, simply, and to appeal and respond to people's needs. De-clutter communications - make technology work for you rather than against.

5. Empower action - Remove obstacles, enable constructive feedback and lots of support from leaders - reward and recognise progress and achievements.

6. Create short-term wins - Set aims that are easy to achieve - in bite-size chunks. Manageable numbers of initiatives. Finish current stages before starting new ones.

7. Don't let up - Foster and encourage determination and persistence - ongoing change - encourage ongoing progress reporting - highlight achieved and future milestones.

8. Make change stick - Reinforce the value of successful change via recruitment, promotion, new change leaders. Weave change into culture.

LECTURE-29
When people are confronted with the need or opportunity to change, especially when it's 'enforced', as they see it, by the organization, they can become emotional. So can the managers who try to manage the change. Diffusing the emotional feelings, taking a step back, encouraging objectivity, is important to enabling sensible and constructive dialogue. To this end, managers and trainers can find it helpful to use analogies to assist themselves and other staff to look at change in a more detached way.
Strong resistance to change is often rooted in deeply conditioned or historically reinforced feelings. Patience and tolerance are required to help people in these situations to see things differently. Bit by bit. There are examples of this sort of gradual staged change everywhere in the living world.

The Psychological Contract is a significant aspect of change, and offers helpful models and diagrams in understanding and managing change - potentially at a very fundamental level.

Also, certain types of people - the reliable/dependable/steady/habitual/process-oriented types - often find change very unsettling.

People who welcome change are not generally the best at being able to work reliably, dependably and follow processes. The reliability/dependability capabilities are directly opposite character traits to mobility/adaptability capabilities.

Certain industries and disciplines have a high concentration of staff who need a strong reliability/dependability personality profile, for example, health services and nursing, administration, public sector and government departments, utilities and services; these sectors will tend to have many staff with character profiles who find change difficult.

The more you understand people's needs, the better you will be able to manage change. Be mindful of people's strengths and weaknesses. Not everyone welcomes change. Take the time to understand the people you are dealing with, and how and why they feel like they do, before you take action.

Key elements for success:

1) Plan long-term broadly - a sound strategic vision, not a specific detailed plan (the latter is impossible to predict reliably). Detailed five years plans are out of date two weeks after they are written. Focus on detail for establishing and measuring delivery of immediate actions, not medium-to-long-term plans.

2) Establish forums and communicating methods to enable immediate review and decision-making. Participation of interested people is essential. This enables their input to be gained, their approval and commitment to be secured, and automatically takes care of communicating the actions and expectations.

3) Empower people to make decisions at a local operating level - delegate responsibility and power as much as possible (or at least encourage people to make recommendations which can be quickly approved).

4) Remove (as far as is possible) from strategic change and approval processes and teams (or circumvent) any ultra-cautious, ultra-autocratic or compulsively-interfering executives. Autocracy and interference are the biggest obstacles to establishing a successful and sustainable dynamic culture and capability.

5) Encourage, enable and develop capable people to be active in other areas of the organization via 'virtual teams' and 'matrix management'.

6) Scrutinize and optimize ICT (information and communications technology) systems to enable effective information management and key activity team-working.

7) Use workshops as a vehicle to review priorities, agree broad medium-to-long-term vision and aims, and to agree short term action plans and implementation method and accountabilities.

8) Adjust recruitment, training and development to accelerate the development of people who contribute positively to a culture of empowered dynamism.

LECTURE-30
Budget

In the proposed budget for the fiscal year 2013-14, the newly elected government allocated Rs 240.434 billion for subsidies, which is 35 percent less than the amount earmarked for the purpose in the outgoing fiscal year.



The government has targeted this subsidy at the energy sector since Water and Power Development Authority (WAPDA) and Pakistan Electric Power Company (PEPCO) will get 68.7 percent of the total allocation followed by Karachi Electric Supply Company (KESC), which gets a share of 22.9 percent.



In budget estimates 2012-13, Rs 208.595 billion were proposed for subsidies, however, later in the revised budget, government had to increase subsidies to Rs 367.472 billion. 
A total estimate of subsidies for budget 2013-14 is around 0.92 percent of the country’s gross domestic product (GDP). 



According to breakup, Rs 165.1 billion has been earmarked for Inter Disco Tarrif Differential, Rs 3,000 million has been proposed for Tariff Differential for agri-tubewell in Balochistan and Rs 12,000 million has been allocated to increase WAPDA receivables from Federally Administered Tribal Areas (FATA).



In addition, Rs 100 million has been allocated for Exchange Rate Differential for USAID’s grant to power generation companies.


Similarly, a total of Rs 55,000 million has been allocated for KESC, while Rs 6,000 million has been allocated for Utility Store Corporation (USC). USC will spend Rs 2,000 million on the ‘Ramzan Package’ and Rs 4,000 million for the sale of sugar.
According to budgetary documents, Rs 9,000 million has been allocated for Pakistan Agricultural Storage and Services Corporation (PASSCO).
Of the 9,000 million, Rs 4,000 million would be spent on cost differential for sale of wheat while Rs 5,000 million for reserved wheat stock.


The budgetary document further stated that for the next fiscal year, an amount of Rs 4,000 million had been allocated for oil refineries and oil marketing companies, Rs 231 million for Fauji Fertilizer Bin Qasim Ltd, Rs 283 million for sale of wheat in FATA, Rs 815 million for sale of wheat in Gilgit-Balitistan and Rs 5 million has been fixed for sale of salt in Gilgit-Baltistan.

Administrative Accountability:
Accountability is one of those golden concepts that no one can be against. It is increasingly used in political discourse and policy documents because it conveys an image of transparency and trustworthiness. However, its evocative powers make it also a very elusive concept because it can mean many different things to different people, as anyone studying accountability will soon discover.
Anyone studying accountability will soon find out that it may mean many different things to different people. One of the reasons for this is that, both in political discourse and scholarly debates, various concepts of accountability are used interchangeably. 
Accountability as a virtue and accountability as a mechanism. In the former case, accountability is used primarily as a normative concept, as a set of standards for the evaluation of the behavior of public actors. Accountability or, more precisely, being accountable, is seen as a positive quality of organizations or officials. Hence, accountability studies often focus on normative issues, on the assessment of the actual and active behavior of public agents. In the latter case, accountability is used in a narrower, descriptive sense. It is seen as an institutional relation or arrangement in which an actor can be held to account by a forum. Here the locus of accountability studies is not the behavior of public agents, but the way in which these institutional arrangements operate. Both concepts are very useful for the study of and the debate about democratic governance. However, they should be distinguished, as they address different sort of issues and imply very different sort of standards and analytical dimensions.

Accountability can be a very evocative word that is easily used in political discourse and policy documents because it conveys an image of transparency and trustworthiness. ‘Accountability’ and ‘accountable’ have strong positive connotations; they hold promises of fair and equitable governance. Political officials and public organizations sometimes free ride on these evocative powers of accountability. 

Melvin Dubnick (2007: 8) has made a scan of the legislation that was proposed to the US Congress between 2001 and 2006. The word ‘accountability’ occurs in the title of between 50 and 70 proposed bills in each two-year term. The focus of these ‘accountability bills’ is extremely broad and ranged from the Accountability for Accountants Act, the Accountability for Presidential Gifts Act, and the Arafat Accountability Act, till the Polluter Accountability Act, the Syria Accountability Act, or the United Nations Voting Accountability Act. The use of the term ‘accountability’ is usually limited to the title of these acts. In most bills the term rarely is mentioned again, let alone defined. It is merely used as an ideograph, as a rhetorical tool to convey an image of good governance and to rally supporters (McGee 1980). On the other side of the Atlantic, the European Commission (2001; 2003), in its White paper on Governance and in several consecutive documents also uses ‘accountability’ rather loosely. It serves not only as a synonym for ‘clarity’, ‘transparency’, and ‘responsibility’, but it is also equated with much broader concepts such as ‘involvement, ‘deliberation’, and ‘participation’.

Accountability as a mechanism is in fact instrumental to achieve accountable governance. Accountability arrangements assure that public officials or public organizations remain on the virtuous path. Therefore, ultimately, accountability as a mechanism too is important because it contributes to the legitimacy of public governance. However, accountability mechanisms may also serve more specific purposes.

Finally, accountability mechanisms can also serve as a tool to induce reflection and learning, as feedback mechanisms that can make and keep governments, agencies and individual officials effective in delivering on their promises. Accountability can induce the executive branch to learn and to improve its performance, because it provides external feedback about the intended and unintended effects of its policies (Aucoin and Heintzman 2000: 52-54; Behn 2001; Luhmann 1966; Deutsch 1963). The possibility of sanctions from clients and other stakeholders in their environment in the event of errors and shortcomings motivates them to search for more intelligent ways of organizing their business. Moreover, the public nature of the accountability process teaches others in similar positions what is expected of them, what works and what doesn’t. Public performance reviews, for example, can induce many more administrators than those under scrutiny to rethink and adjust their policies. Accountability mechanisms induce openness and reflexivity in political and administrative systems that might otherwise be primarily inward-looking. 

Accountability is an essential part of what Argyris and Schon (1978) call ‘deutero learning’, an institutionalized capacity to learn.If accountability is to produce reflection and learning, it has to be focused on issues that really matter to clients and other stakeholders; non-gratuitous in its forms and possible consequences (see O’Loughlin 1990); yet at the same time relatively `safe’ for all parties concerned, so as to minimize the chances of defensive routines taking over the process (Argyris and Schön 1978).

LECTURE-31
Administrative Control
Control in general, in all its forms, is one the most important though most underestimated fields of public administration. The EU views control as a key prerequisite for the implementation and enforcement of law and the general improvement of public administration efficiency. The Proposals discuss administrative control in several places: administrative supervision in connection with regulatory processes and regulatory reform, financial control and internal control. Various kinds of control processes have their specific functions and features as well as important mutual links and relationships. Furthermore, there are also gaps and blurred areas. For these reasons, it will be necessary to authorize a single department at Government level to manage and coordinate all kinds of administrative control both conceptually and methodologically. In performing this function, it will be useful to benefit from the lessons of experience summarized in the instructions for internal control standards issued by the International Organization of Supreme Audit Institutions (INTOSAI).

Public administration control by the public and the citizens represents one of the pillars of the democratic state ruled by law. Citizens, their elected representatives and institutions of civic society, including independent professional institutions, participate in this control in various ways. Therefore, one of the tasks of the reform is to continue the development of the democratic concept of public administration control with particular reference:

· to the citizens´ right to information, right to the freedom of expression, petition right, right to submit complaints to administrative authorities and agencies and right to request the protection of their rights by an independent institution as well as the legal guarantees of these rights;

· to the duty of administrative bodies to deal with the petitions and complaints within stipulated time limits;

· to the duty of public administration to inform the public on its activities and render accounts thereof to the public and its representatives;

· to control of public administration by independent representative, judicial and other public institutions.

The changes of administrative culture aiming at open and participative administration cannot be achieved by legislative and organizational measures only. They represent a long-term process in which a key role will be played by training and leading the staff of public authorities and agencies and by real changes in their conduct and behavior, aiming to enhance the citizens´ interest and confidence in the effects of criticism.

Audit:
Audit of government reporting is an essential element of public control and accountability. Auditing provides credibility to the information reported by or obtained from management through objectively acquiring and evaluating evidence. The importance and comprehensive nature of auditing place a special responsibility on public officials or others entrusted with public resources that authorize or arrange audits to be done in accordance with these standards. This responsibility is to provide audit coverage that is broad enough to help fulfill the reasonable needs of potential users of the audit report. This comprehensive nature of auditing also highlights the importance of auditors clearly understanding the audit objectives, the scope of the work to be conducted, and the reporting requirements.
Financial auditing contributes to providing accountability since it provides independent reports on whether an entity's financial information is presented fairly and/or on its internal controls and compliance with laws and regulations.

Performance auditing contributes to providing accountability because it provides an independent assessment of the performance of a government organization, program, activity, or function in order to provide information to improve public accountability and facilitate decision-making by parties with responsibility to oversee or initiate corrective action.

To realize governmental accountability, the citizens, their elected representatives, and program managers need information to assess the integrity, performance, and stewardship of the government's activities. Thus, unless legal restrictions or ethical considerations prevent it, audit reports should be available to the public and to other levels of government that have supplied resources

The comprehensive nature of auditing done in accordance with these standards places on the audit organization the responsibility for ensuring that (1) the audit is conducted by personnel who collectively have the necessary skills, (2) independence is maintained, (3) applicable standards are followed in planning and conducting audits and reporting the results, (4) the organization has an appropriate internal quality control system in place, and (5) the organization undergoes an external quality control review.
LECTURE-32
Political Reforms in Pakistan
Present political/ electoral system has repeatedly proved its ineffectiveness; it needs to be reformed to get genuine lawmakers.  The political instability in Pakistan is generally attributed to the frequent military takeovers, though apparently true but they only come once politicians fail miserably. The people always welcome the change, but after few years they are booted out, the cycle continues. Every time during the political crisis the parliament fails to deliver, governments with even 75% majority in the parliament fail miserably resulting in welcome military takeover. One needs to ponder as to what is wrong with the political system in Pakistan? Two aspects needs immediate attention, firstly the quality of politicians or the elected representatives, secondly the prevalent democratic political system. Both are complimentary hence should be viewed together rather than in isolation.

The spirit of democracy is in representation of the will of people through their elected representatives in parliaments. If the parliament does not include representatives from all the segments of society rather represent minority, it will not be democracy but an illusion. This is the reason that there not one uniform political system in the world. There are different democratic systems like Presidential, British Parliamentary system and mix of both. Similarly the systems of voting adopted by different countries are also suitable to the level of education and local environments. Effort is being made here to identify the problems with a view to suggest possible remedies for improvement.

New Public Management:
The belief that large and monopolistic public bureaucracies are inherently inefficient was a critical force driving the emergence of the New Public Management (NPM) in the 1980s. To reconfigure the state along more cost-efficient (and effective) lines, NPM protagonists recommended that the public sector be opened up to greater private sector influence (Hood, 1991). This was to be achieved through the implementation of a panopoly of practices which reflected these arguments, ranging from the promotion of various forms of relationships with private firms, such as contracting-out or later partnerships, to the development of complex performance management systems and a customer service orientation. Although the high tide of the NPM phenomenon has arguably passed, the relationship between NPM practices and the performance of public organizations remains an extremely timely concern. In seeking out ways to cut back public sector budgets, governments are once again searching for tools and techniques that can enable public managers to deliver quality services at a lower cost. To date, however, scant research has actually examined the effects of NPM on multiple dimensions of public service performance within the same study. Still fewer focus on the effects of those practices on citizens’ perceptions of the achievements of local public services.
Despite the omnipresence of NPM-style innovations in public sector, few overall evaluations exist. A great deal of the criticism directed at NPM is inspired by ideological positions or incidents of seriously dysfunctional outcomes. A common failure in much of this research is the tendency to take reform announcements and reform rhetoric for real, without assessing whether a certain reform has actually taken place, let alone whether it has made any difference (Pollitt, 2002). Academics have repeatedly emphasised the need for evaluating NPM, and have provided models and frameworks for doing so (Wollmann, 2003). Empirical assessments, however, are scarce, which is surprising given NPM’s emphasis on evaluation and evidence (Peters & Savoie, 1998; Pollitt & Bouckaert 2004). Where such evaluations exist, they have tended to focus on specific types of reforms in specific kinds of sectors, such as the effects of utility liberalisation on price and satisfaction levels (Brau, Doronzo, Fiorio & Florio, 2010), or the introduction of pay for performance (Perry, Engbers & Jun, 2009). Other research has taken the opposite position, and has focused on macro-level results of NPM-style reforms on government outlays, employment etc. (Kettl, 2000; Ferlie, Ashburner, Fitzgerald & Pettigrew, 1996; Goldsmith & Page, 1997). There also is a substantial body of research using reform talk, rhetoric and policy as input for analysis (Gualmini, 2008; see also Gregory, 2003). More remarkable, still, is the wide availability of non-scientific analyses, often (government) documents, masquerading as evaluations of NPM reforms, but without actually investigating anything in a rigorous or systematic way (Pollitt & Dan, 2011). At the local level, slightly more material is available (Kuhlmann, Bogumil & Grohs, 2008; Walker & Boyne, 2006).

Many evaluations have focused on just one type of reform effects, e.g. on prices or productivity, without at the same time also looking at other effects, such as e.g. equity (Pollitt, 2002:281). It has been argued that certain positive outcomes of NPM reforms may have come at the cost of other effects (see e.g. the overview in Pollitt, 2002). The supposed trade-off between managerial efficiency and equity takes a central place in discussions about effects of reforms, both in general, and in a public sector context (see e.g. Le Grand, 1991; Okun, 1975; Lane, 2000).

Although evidence on the efficiency gains from NPM practices remains mixed (Andrews, 2010) and there is little to suggest that they have enhanced the effectiveness or equity of service provision, policy-makers across the world continue to laud the merits of NPM. Is a commitment to NPM practices associated with gains across multiple dimensions of performance? More particularly, are the putative benefits of those practices, appreciated by the recipients of local public services? Evaluating the impact of NPM-style reforms requires a disaggregation of both reforms and effects into their constituent parts (Pollitt, 2002). In this lecture, we distinguish between four types of effects, and we also look at the impact of different specific NPM-style reforms rather than at the effect of NPM as a whole. In selecting criteria for the evaluation, we follow Boyne, Farrell, Law, Powell and Walker (2003), who, in evaluating public management reforms in health care, housing and education, distinguished between three main criteria: efficiency, responsiveness and equity. We add effectiveness as an indicator of the likely long-term impact of NPM on citizens’ perceptions of performance.

BIBLIOGRAPHY
Alesina, A. & La Ferrara, E. (2000). Participation in Heterogeneous Communities. Quarterly Journal of Economics, 115:847-904. 

Amirkhanyan, A., Kim, A.H.J & Lambright, K.T. (2008). Does the Public Sector Outperform the Nonprofit and For-profit Sectors? Evidence from a National Panel Study on Nursing Home Quality and Access. Journal of Policy Analysis and Management, 27(2):326-353. 

Andrews, R. (2010). New Public Management and the Search for Efficiency. In T. Christensen & P. Lægreid 

(Eds.), Ashgate Research Companion to the New Public Management. Aldershot: Ashgate Press. 

Andrews, R., Boyne, G.A., Law, J. & Walker, R.M. (2005). External Constraints on Local Service Standards: The Case of Comprehensive Performance Assessment in English Local Government. Public Administration,83(3):639-656. 

Andrews, R., Boyne, G.A., Law, J. & Walker, R.M. (2011). Strategic Management and Public Service Performance. Houndmills: Palgrave Goldsmith, M.J. & Page, E.C. (1997). Farewell to the British State?. In: J. Lane (Ed.), Public Sector Reform: Rationale, Trends, and Problems [pp.149-167]. London: Sage. 

Gregory, R. (2003). Transforming Governmental Culture: A Sceptical View of New Public Management. In: T.Christensen & P. Lægreid (Eds.), New Public Management: The Transformation of Ideas and Practice [pp.231-257]. Aldershot: Ashgate. 

Grosskopf, S. & Yaisawamg, S. (1990). Economies of scope in the provision of local public services. National Tax Journal, 43(1):61-74. 

Gualmini, E. (2008). Restructuring Weberian Bureaucracy: Comparing Managerial Reforms in Europe and the United States. Public Administration, 86(1):75-94. 

Guttiérez Romero, R., Haubrich, D. & McLean I. (2010). To what extent does deprivation affect the performance of English local authorities?. International Review of Administrative Sciences, 76(1):137-170. 

Hansen, M.B. (2010). Marketization and Economic Performance: Competitive Tendering in the Social Sector.

Public Management Review, 12(2):255-274. Harrow, J. (2002). New Public Management and Social Justice: Just efficiency or equity as well?. 
In: K. Laughlin, S.P. Osborne & E. Ferlie (Eds.), New Public Management: Current Trends and Future Prospects 

[pp.141-159]. London: Routledge. Haubrich, D. & McLean, I. (2006). Assessing Public Service Performance in Local Authorities Through CPA - A Research Note on Deprivation. National Institute Economic Review, 197(1):93-105.

ollitt, C. (2002). The New Public Management in International Perspective: An Analysis of Impacts and Effects. 

In: K. McLaughlin, S.P. Osborne & E. Ferlie (Eds.), New Public Management: Current Trends and Future Prospects [pp.274-292]. London: Routledge. 

Pollitt, C. & Bouckaert, G. (2004). Public Management Reform: An International Comparison. Oxford: Oxford University Press. 

Pollitt, C. & Dan, S. (2011). The impacts of the new public management in Europe: A Meta analysis. COCOPS working paper no. 3. 

Rosenbloom, D. (1983). Public Administration Theory and the Separation of Powers. Public Administration Review, 43(3):219-222.

Sharpe, L.J. (1970). Theories and Values of Local Government. Political Studies, 18(2):153-174. 

Swindell, D. & Kelly, J.M. (2000). Linking citizen satisfaction to performance measures: a preliminary evaluation. 

Public performance and management review, 24(1):30-52. 

Procell, Tony (2010). Critical thinking application. Retrieved from http://www.texascollaborative.org/Procell%20Module/application.htm

Sies, Mary Corbin (2010). Critical thinking talking points. Retrieved from http://otal.umd.edu/~vg/msf98/homework/critthink.htm

Trawick, M.W. & Howsen, R.M. (2006). Crime and community heterogeneity: Race, ethnicity, and religion. 

Applied Economics Letters, 13(6):341-345. 

Van de Walle, S. & Bouckaert, G. (2003). Public service performance and trust in government: The problem of causality. International Journal of Public Administration, 29(8-9):891-913. 

Van de Walle, S. & Van Ryzin, G.G. (2011). The order of questions in a survey on citizen satisfaction with public services: Lessons from a split-ballot experiment. Public Administration, 89(4):1436-1450. 

Van Ryzin, G.G. (2004). Expectations, performance and citizen satisfaction with urban services. Journal of policy analysis and management, 23(3):433-448.

White, H. (1980). A heteroscedasticity consistent covariance matrix estimator and a direct test of 

heteroscedasticity. Econometrica, 48(4):817-38. 

Wollmann, H. (2003). Evaluation in Public-Sector Reform: Concepts and Practice in International Perspective. Cheltenham: Edward Elgar. 

Worrall, L., Cooper, C.L. & Campbell-Jamison, F. (2000). The Impact of Organizational Change on the Work Experiences and Perceptions of Public Sector Managers. Personnel Review, 29(5):613-636.

