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Dear learner,

| extend my heartfelt greetings and profound enthusiasm as | warmly wel-
come you to Sreenarayanaguru Open University. Established in Septem-
ber 2020 as a state-led endeavour to promote higher education through
open and distance learning modes, our institution was shaped by the
guiding principle that access and quality are the cornerstones of equity.
We have firmly resolved to uphold the highest standards of education,
setting the benchmark and charting the course.

The courses offered by the Sreenarayanaguru Open University aim to
strike a quality balance, ensuring students are equipped for both personal
growth and professional excellence. The University embraces the wide-
ly acclaimed "blended format," a practical framework that harmonious-
ly integrates Self-Learning Materials, Classroom Counseling, and Virtual
modes, fostering a dynamic and enriching experience for both learners
and instructors.

The University aims to offer yousan engaging and thought-provoking ed-
ucational journey. The MA programme in“Public Administration provides
an in-depth understanding of modern governance challenges and solu-
tions. It integrates cutting-edge theory with real-world applications, em-
phasizing innovative approaches todpublic service delivery. The curricu-
lum spans strategic planning, policy analysis, public sector economics, and
governance‘related spheres. Through these, learners cultivate advanced
problem-solving and decision-making skills. This programme also equips
futuredeaders to drive positive change in public institutions, NGOs, and
international bodiesiiThe Self-Learning Material has been meticulously
crafted, incorporating relevant examples to facilitate better comprehen-
siont

Rest assured, the university's student support services will be at your dis-
posal throughout your academic journey, readily available to address any
concerns or grievances you may encounter. We encourage you to reach
out to us freely regarding any matter about your academic programme. It
is our sincere wish that you achieve the utmost success.

g

Regards,
Dr. Jagathy Raj V.P. 01-03-2026
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Introduction to
Organisational Behaviour

| Learning Outcomes

After completing this unit, the learners will be able to:

» describe the fundamental concepts and nature of Organisational Behaviour

Public administration in th perates in a highly complex socio-political
environment marked ing ¢ tations, digital governance reforms, service
delivery challenge accountable and transparent institutions. India’s
administrative machi f the largest in the world, employing over 32 million
public sector work ureau, 2022), ranging from central and state civil
services to local bodies and tline departments. The performance of this vast system
depends not only on rules, procedures, and hierarchical structures but significantly
on the behaviour, motivation, attitudes, and interaction patterns of public employees.
Reports by NITI Aayog (2021) repeatedly emphasise that behavioural barriers like low
motivation, weak coordination, resistance to change, and communication gaps are major
causes of administrative inefficiency, often more than the absence of resources. This
makes Organisational Behaviour (OB) critical for understanding how human factors
shape governance outcomes.

Inrecent years, major governance reforms such as Digital India, the Goods and Services
Tax (GST), Direct Benefit Transfer (DBT), Mission Karmayogi, and decentralisation
through Panchayati Raj Institutions have highlighted the importance of behavioural
insights in public administration. For example, Mission Karmayogi’s Capacity Building
Commission stresses the need for competencies like empathy, collaboration, emotional
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intelligence, and ethical behaviour in civil servants. Public service delivery also relies
heavily on frontline worker behaviour as seen in health, education, police, and revenue
departments, where citizen satisfaction is directly influenced by interpersonal sensitivity
and organisational culture. Therefore, understanding OB enables future administrators
to manage teams effectively, navigate bureaucratic dynamics, reduce conflicts, lead
reforms, and build citizen-centric governance systems, making it an essential foundation
for anyone pursuing a career in public administration.

Organisational Behaviour, Motivation, Organisational Culture, Teamwork, Leadership

If you walk intowany government office, say a revenue
department, a district collectorate, a municipal corporation,
or a public health centre, you will notice that even though
the tasks, rules, and procedures are the same for everyone,
the wayspeople behave is often surprisingly different. Some
employees happily help citizens, some avoid responsibility,
some excel quietly, while others struggle even in simple
tasks. This variation in human behaviour is what makes
organisationsdiving systems rather than mechanical structures.
Understanding these behavioural patterns, i.e., why people
work the way they do, what motivates them, how they respond
to supervisors, how teams function, and why conflicts emerge,
isfthe foundation of Organisational Behaviour (OB). For
Public Administration learners, OB is essential because no
policy, reform, or public service delivery can succeed without
understanding the people behind it.

1.1.1 0rganisational Behaviour

Organisational Behaviour (OB) is a field of study that
examines how people behave within organisationsi.e., why they
think, feel, and act the way they do, and how their behaviour
affects organisational effectiveness. Every organisation,
whether a government department, a private company, a
hospital, or a non-profit institution, is made up of people. Their
actions, attitudes, motivations, and interactions determine
whether the organisation succeeds or struggles. OB helps us

» Examines how -
people behave within
organisations
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understand these human factors in a systematic and scientific
way. At its core, Organisational Behaviour is concerned with
the understanding, prediction, and control of human behaviour
in organisational settings. This means OB does not merely
describe how employees behave; it also attempts to explain the
reasons behind those behaviours, predict how individuals and
groups are likely to behave in certain situations, and suggest
ways to influence behaviour so that both organisational goals
and employee well-being are achieved.

Organisational Behaviour (OB) is the systematic study of
human behaviour within organisational settings. According to
Stephen P. Robbins, OB is “a field of study that investigates
the impact that individuals, groups, and structure have on
behaviour within organisationsg’

According to Fred Luthans, “Organisational behaviour is
directly concerned with the understanding, production and
control of human behaviourin organisations.”

1.1.1.1 Relevance of Understanding O.B

Organisationsy, whether/ public institutions, private firms,
NG@s, or governmentidepartments, are not simply collections
off rules, machines, and procedures. They are living social
systems composed of individuals and groups, each with their
ownneeds, emotions, motivations, skills, and attitudes. Even
the mostitechnically perfect strategy or policy cannot succeed
tnless the people responsible for implementing it understand
it, aceept it, and believe in it. This is why understanding
Organisational Behaviour (OB) becomes essential for
administrators, managers, and leaders: it provides the tools to
make human performance align with organisational goals.

» Organisations as
social systems

_

1. Improving Productivity

Understanding OB helps organisations identify what factors
motivate employees to perform better and what obstacles
lower productivity. For example, Herzberg’s Motivation-
Hygiene Theory shows that recognition, meaningful work, and
» Motivation and responsibility improve performance more than salary alone.

productivity A real case can be seen in India’s Bangalore Metropolitan

2 Transport Corporation (BMTC), which introduced recognition
programmes and skill-enhancement training for drivers,
resulting in improved punctuality and reduced accidents. The
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» Teamwork and-
collaboration

» [eadership and
human behaviour

» Conflict management
skills

lesson is simple: when organisations understand human needs
and attitudes, productivity naturally rises.

2. Enhancing Teamwork

Modern organisations rely heavily on teams such as project
teams, task forces, departmental units, and cross-functional
groups. OB concepts such as group dynamics, communication
patterns, and norms help teams collaborate effectively and
reduce misunderstandings. For instance, the success of ISRO’s
Mars Orbiter Mission (MOM) is frequently cited in management
books because engineers, scientists, and administrators worked
as a single cohesive unit despite tight deadlines and resource
constraints. Effective teamwork was possible because the
organisation nurtured trust, opeh communication, and mutual
respect. These are the key elements emphasised in OB literature.

3. Providing Effective Leadership

Leadershipisnotonlyaboutautherity;itisaboutunderstanding
people, influeicing behaviour, and inspiring commitment.
OB provides iinsights into different leadership styles such as
transformationaly democratie, or situational leadership, helping
leadefs choose the tight@pproach based on context and people
involved. Adeal example is Dr. E. Sreedharan’s leadership
in DMRC{ 'where his transformational style, combined with
diseipline and ifitegrity, created a strong organisational culture
and high,employee morale. His leadership demonstrates that
when leaders understand human motivation and emotions,
organisational performance significantly improves.

4. Reducing Conflicts

Conflicts are inevitable in any organisation due to differences
in goals, values, perceptions, and interests. OB equips
managers with skills in negotiation, communication, emotional
intelligence, and conflict-resolution techniques, helping them
manage disagreements constructively rather than destructively.
A practical example can be observed in the Employee—
Management conflicts in Air India (2012), where poor
communication and mistrust between pilots and management
led to strikes and operational losses. Later, using structured
dialogue and conflict-resolution committees, the organisation
restored cooperation. It illustrates how understanding behaviour
can prevent conflicts from escalating.
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P> Managing
organisational
change

» Organisational-
culture and values

» Human side of
organisations

5. Managing Organisational Change

Change, whether it is technological, structural, or policy-
related, often triggers fear, resistance, or uncertainty among
employees. OB explains why people resist change and
provides strategies like participative decision-making, clear
communication, training, and emotional support to manage
transitions smoothly. In the public sector, a clear example is
the rollout of e-governance systems in Kerala, where initial
resistance from employees was reduced through workshops,
hands-on training, and continuous support. When organisations
understand behavioural responses to change, reforms become
more effective and less stressful.

6. Creating a Positive Organisational Culture

Organisational culture shapes “how things are done” within
an institution, such as values, norms, rituals, communication
style, and expectations. OByhelps leaders understand culture
and design practices that foster trust, respect, fairness, and
innovation, wHich in turmhattract talent and improve long-
term performance. A well-known case is Infosys, which
invested in transparent communication, ethical practices, and
employee development from its early years, creating a culture
that  encouraged innovation and professionalism. Public
Administration ‘students can also observe this in the Kerala
Police’s “Janamaithri Police” initiative, where a culture of
empathy_and(citizen engagement transformed public—police
relations.

Understanding OB is crucial because it reveals the human
side of organisations, such as the fears, motivations, strengths,
and emotions that influence performance. Whether the goal is
to improve productivity, enhance teamwork, lead effectively,
reduce conflict, manage change, or build a healthy culture,
OB provides evidence-based tools grounded in decades of
research. Organisations succeed not just through plans and
rules but through people, and OB helps administrators make
human behaviour an asset rather than a barrier.

1.1.1.2 Nature of Organisational Behaviour

Organisational Behaviour (OB) possesses several distinctive
characteristics that explain how it functions as a field of study
and a practical tool for administrators and managers. These

n SGOU - SLM - MA Public Administration - Organizational Behaviour m




» Scientific and -
multidisciplinary
approach

» Levels of
organisational
behaviour

» Behaviour aligned
with goals

characteristics highlight OB’s scientific foundation, human
focus, and adaptability to real-world organisational challenges.
Understanding these features helps public administrators
engage better with employees, manage teams effectively, and
build responsive institutions.

1. Behavioural Science

OB is rooted in behavioural sciences such as psychology,
sociology, anthropology, and management science, making
it a multidisciplinary field. It relies on systematic methods,
including research studies, surveys, experiments, observation,
and real-life case analysis, to understand workplace behaviour.
For example, Elton Mayo’s Hawthorne experiments are
considered foundational in OB They demonstrated how social
and psychological factors influence productivity. Because
it uses established scientific methods, OB provides reliable
insights rather than mere@assumptions about human behaviour.

2. Multilevel Amalysis

OB examines behaviour at three interconnected levels: the
individual, the group, and/the organisation. At the individual
levelg it explores ‘aspects like personality, motivation, and
peteeption, avhich explain why people behave differently
despite idéntical conditions. At the group level, OB studies
teamwork, leadership, communication, and power dynamics.
These are.the factors essential for departments in government
mstitutions or public sector organisations. At the organisational
level, it analyses culture, structure, and processes, helping
leaders understand how institutional systems shape behaviour
and performance.

3. Goal-Oriented

A key characteristic of OB is that it is fundamentally goal-
driven. Its insights help organisations enhance employee
satisfaction, improve productivity, and support effective
decision-making. Forinstance, many public service programmes
in India such as Mission Karmayogi, use behavioural principles
to improve civil servants’ efficiency and citizen-orientation. By
aligning human behaviour with organisational objectives, OB
enables institutions to function more effectively and deliver
better outcomes.
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4. Humanistic Approach

OB adopts a humanistic view, recognising that employees
are not just economic resources but individuals with emotions,
values, and aspirations. This perspective emphasises dignity,
welfare, development, and motivation, valuing people as assets
rather than cost factors. Companies like Infosys and Tata Group
and public institutions like ISRO demonstrate this approach
through employee-centred policies, training programmes, and
welfare benefits that enhance commitment and performance.
By prioritising human needs, OB helps build more ethical,
empathetic, and sustainable organisations.

» Humanistic view of
employees

5. Dynamic in Nature

Organisations operate in envitenments that are constantly
changing due to technological; ysocial, and economic
developments. As a result, OB is dynamic; it evolves to
address new realities such'as, remote working patterns, digital
» Dynamic and communication, workplace diversity; emotional intelligence,

adaptive nature and cross-cultural teams. For example, after the COVID-19
pandemic, many government and corporate organisations
adopted hybrid\work models, requiring new approaches to
motiyationi, supetvisions’ and employee engagement. This
adaptability miakes OB a continuously relevant discipline for
modern adfministrators.

1.1.1:3sSeope of Organisational Behaviour

The scope of Organisational Behaviour (OB) is broad and
interdisciplinary, drawing insights from psychology, sociology,
afithropology, political science, economics, and management.
It aims to understand human behaviour in organisational
settings and use this knowledge to improve organisational
effectiveness, employee well-being, and workplace harmony.
OB helps administrators analyse how individuals think and act,
how groups function, and how organisations can be structured
and managed for better performance. The following areas
represent the major components within the scope of OB:
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Fig. 1.1.1 Scope of Organisational Behaviour

1. Individual Behaviour

OB begins with thenstudy of individuals because every
organisation ig'made up of\people with unique personalities,
values, perceptions, and attitudes. Understanding individual
differences helps predict job performance, employee
satisfaction, commitment, absenteeism, and decision-making
patterns. For@&xample, personality frameworks such as the Big
Five Model are widely used in both corporate and public-sector
recruitment to smatch candidates with suitable job roles. OB
also examine$ how individuals interpret their environment, i.e.,
how, biases, perceptions, and cognitive limitations influence
decision-making and interpersonal interactions. Concepts
such as learning, motivation, and emotional intelligence
help organisations design better training, evaluation, and
communication systems that enhance personal and job
performance.

2. Group Behaviour

Since modern organisations function through teams and
committees, OB places strong emphasis on understanding
group dynamics. Group norms, i.e., shared expectations about
acceptable behaviour, shape cooperation, communication, and
work discipline. Roles define the expected behaviour patterns
for individuals within groups, helping structure responsibilities
and authority. In public administration, for instance, the
success of a district disaster-management team depends on

vvvvvvvvvvvvvv
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clearly defined roles and strong group norms that support quick
coordination. Team building is another important part of OB.
It involves improving communication, trust, and collaboration
within teams to enhance collective performance, as seen in
cross-functional project teams in government missions like
Digital India. OB also examines conflict within groups, focusing
on how disputes arise and how they can be resolved using
negotiation, mediation, and collaborative problem-solving.
Leadership is a core component, OB studies different leadership
styles and their influence on team motivation and organisational
outcomes. For example, transformational leadership is known
to encourage innovation and commitment in both public and
private organisations.

3. Organisational Structure

This area of OB examines how organisational design
influences behaviour, “¢ommunication, and performance.
Structure determines how work is divided, how authority
flows, and how decisionsiare mades/A well-designed structure
helps reduce ¢onfusion, improve accountability, and support
organisational goals. Clear job roles and responsibilities ensure
that employees understand/what is expected of them, reducing
duplication of workandrole conflict. Ingovernmentdepartments,
fof examples the distinction between administrative, clerical,
and field“roles helps maintain coordination and service
delivery. OB also focuses on workflow design, communication
channelsyand the degree of centralisation or decentralisation in
decision-making, all of which directly influence organisational
efficiency.

» Organisational
structure and design

4. Processes and Practices

OB analyses the key processes that make an organisation
function smoothly, such as communication, decision-making,
learning, and motivation. Effective communication ensures
that accurate information flows freely between individuals and
teams, enabling collaboration and reducing misunderstandings.
For example, during crisis situations such as pandemic
management includes clear communication channels between
health workers, administrators, and public officials are crucial.
Decision-making is another vital organisational process. OB
examines how decisions are made, what biases influence
choices, and how groups can make better decisions through
structured techniques. These insights help organisations

» Organisational
processes-and
communication
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» Organisational-
culture and values

» Change management
in organisations

» Organisational-
development and
well-being

develop rational, data-driven decision-making practices that
lead to better problem-solving and planning.

5. Organisational Culture

Organisational culture refers to the shared values, beliefs,
and norms that guide how employees behave and make sense
of their roles. A strong and positive culture creates a sense
of identity and belonging, influencing motivation, ethical
behaviour, and work performance. For example, the culture
of professionalism and integrity in organisations like ISRO
or the Tata Group contributes to high employee commitment
and loyalty. Practices such as mentoring, recognition, rituals,
and informal norms reveal how culture shapes daily work
behaviours. By understanding cultural patterns, administrators
can build environments that supportteamwork, innovation, and
employee well-being.

6. Change Management

No organisation operates, in a static environment; change
is constant due to technology, policy reforms, globalisation,
and social expectations. @B studies how organisations can
implement change smeethly, from planning and communicating
the need for ¢hange to managing employee resistance. Effective
change management involves helping employees transition
from the current state to a desired future state through training,
dialoguegincentives, and supportive leadership. For instance,
when public-sector institutions adopt digital work processes,
employees often require training and support to reduce anxiety
and(resistance. OB provides tools for making such transitions
successful.

7. Organisational Development

Organisational Development (OD) focuses on planned
interventions and strategies designed to improve organisational
effectiveness and employee well-being. Techniques such
as sensitivity training, team development, coaching, survey
feedback, and job redesign help organisations adapt and grow.
Promoting work-life balance is a vital OD practice, helping
employees reduce stress and achieve personal and professional
fulfilment. Similarly, fostering diversity and inclusion enhances
creativity, problem-solving, and organisational adaptability.
Well-being programmes such as mental health counselling,
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» Administrative
efficiency
improvement

fitness activities, and stress-management workshops contribute
to healthier and more productive workplaces.

The scope of OB covers all aspects of human behaviour
in organisational contexts, from individuals and groups
to broader structures, processes, and cultural systems. By
integrating behavioural science with management principles,
OB helps institutions create environments where employees
feel motivated, supported, and aligned with organisational
goals. This makes OB a vital field for public administrators,
managers, and leaders who aim to build efficient, responsive,
and people-centric organisations.

1.1.1.4 Significance of OB

Organisational Behaviour plays a crucial role in
strengthening the functioning of publi¢,institutions, improving
service delivery, and fostering a professional administrative
culture. Public administration, involves dealing with diverse
stakeholders su€h  as eitizens, politicians, employees, and
multiple departments, making behavioural understanding
essential for effective governance. OB enables administrators
to understand human needs, predict behaviour, manage teams,
reduce conflicts, andiensure efficient policy implementation.

1. Improves Administrative Efficiency

One wofithe primary contributions of OB in public
administration is the improvement of administrative efficiency.
Public organisations often depend heavily on employee
co@peration, commitment, and motivation to implement policies
effectively. By understanding motivational theories such as
Maslow’s hierarchy of needs, Herzberg’s two-factor theory, and
equity theory, administrators can design appropriate incentive
systems, recognition programs, and work environments that
encourage better performance. In Public Sector Undertakings
(PSUs), well-structured motivation strategies lead to improved
punctuality, higher productivity, and reduced absenteeism. As
a result, OB helps create efficient administrative processes
that make better use of public resources and ensure the timely
delivery of services.

2. Enhances Leadership and Decision-Making

OB plays a crucial role in shaping leadership behaviour
in government institutions. Public administrators are often

SGOU - SLM - MA Public Administration - Organizational Behaviour m




» Leadership-and
decision-making

» Conflict resolution in
administration

» Managing change
and reforms

required to make decisions that affect large populations, and
OB provides them with tools to adopt more participative,
transparent, and ethical leadership styles. The principles of
servant leadership, for example, encourage administrators to
prioritise citizen welfare, listen actively, and make decisions
that reflect fairness and accountability. OB also enhances
decision-making by helping administrators understand how
biases, perception, and group dynamics influence choices.
By applying these insights, civil servants can make informed,
unbiased, and ethical decisions that strengthen public trust and
improve governance outcomes.

3. Reduces Conflicts

Conflicts are common in public organisations due to large
hierarchies, diverse employee “backgrounds, and frequent
interactions between departments: \OB provides insights
into conflict sources, " types, and ' resolution strategies.
Administrators learn_how tohuse negotiation, mediation, and
effective communicationyto resolve disputes constructively.
Emotional intelligence, an\important OB concept, enables
leaders to understand the feelings and perspectives of others,
helping them manage tensions calmly and professionally. By
redu€ing conflicts, OBsénsures better coordination, smoother
workflow, and a more positive organisational climate. This
ultimately“contributes to more efficient and harmonious public
service delivery.

4. Facilitates Change Management

Public administration operates in an environment where
feforms and innovations are frequent. Initiatives such
as GST implementation, online public service delivery,
digital governance, and Direct Benefit Transfer (DBT)
require employees to adapt to new roles, technologies, and
workflows. OB helps administrators manage this transition
by understanding employee resistance, planning change
effectively, and communicating the benefits of change in a clear
manner. [t provides tools to motivate employees during periods
of uncertainty, reduce fear or misunderstanding, and support
them with necessary training. Effective change management not
only reduces disruptions but also ensures successful adoption
of new policies and systems across government departments.
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5. Helps in Citizen-Centric Governance

At its core, public administration is meant to serve the
people, and OB helps administrators become more citizen-
focused. Concepts like empathy, emotional intelligence, and
interpersonal communication allow civil servants to understand
citizen needs, respond politely to queries, and provide services
with dignity and respect. Strengthening communication skills
also improves transparency and reduces the gap between
government and citizens. When employees show compassion,
listen actively, and communicate clearly, public trust increases,
and satisfaction with government services rises. Thus, OB
helps build a governance system that prioritises citizen welfare
and enhances the overall quality of public service delivery.

Real Case Illustration: Delhi Metro Rail Corporation
(DMRC)

The Delhi Metro RailyCorporation (DMRC) offers a
powerful examplerof hew OB, contfibutes to organisational
success in thedpublic sector. Under the leadership of Dr. E.
Sreedharan, DMRC developed an organisational culture rooted
in discipline, itegrity, and/transparency. Employees were not
only trainéd in technical sKills but also in behavioural areas such
as punctualitypteamwork, responsibility, safety consciousness,
and communication. The organisation emphasised trust,
accountability, and shared values, resulting in high employee
morale,and edmmitment. These behavioural practices helped
DMRC complete large infrastructure projects on time and
maintain exceptional operational efficiency. The success of
DMRC demonstrates that strong organisational behaviour
pfinciples can transform a public institution into a global
benchmark of excellence.

1.1.2 Interdisciplinary Nature of 0B

Organisational Behaviour (OB) is not an isolated or
standalone academic field. Instead, it is a rich and integrated
discipline that draws its theories, methods, and insights from
several established fields of study. Because human behaviour
is complex, no single discipline can fully explain why people
think, feel, and act the way they do in organisations. OB
therefore borrows concepts from psychology, sociology,
anthropology, political science, economics, and management
science to offer a comprehensive understanding of individual,
group, and organisational dynamics. This interdisciplinary
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foundation makes OB a practical and powerful tool for public
administrators, helping them manage people more effectively
in complex government systems.

1. Psychology

Psychology forms the core of OB because it focuses on
understanding individual behaviour like how people think,
feel, and act. It provides essential theories on motivation,
perception, learning, personality, and attitudes, which help
administrators understand why employees behave differently
under different circumstances. Psychological insights are vital
for designing incentive systems, improving employee morale,
and developing training programmes.

A well-known example is Herzberg’s Motivation-Hygiene
Theory, which distinguishes betweemyhygiene factors (salary,
working conditions) and metivators (achievement, recognition).
This theory is widely appliedinpublic administration, especially
in government employeewelfareisehiemes. For instance, many
state governments have introduced "Employee of the Month"
recognition systems and [leadership development training
because Herzberg’s model/shows that recognition encourages
intrinSic motivationiPsychology thus helps public organisations
design policieésithat improve individual performance and job
satisfaction.

2. Sociology

Sociology contributes to OB by focusing on group
behaviour, social relationships, and collective processes within
organisations. It explains how norms, roles, team structures,
leadership patterns, and communication channels shape
employee behaviour. Public administrations often function
through committees, teams, and departmental groups, making
sociological insights essential.

A relevant example is the functioning of Panchayati Raj
Institutions (PRIs) in India. These local governance bodies
operate through group discussions, consensus building, social
roles, and leadership dynamics among elected members.
Sociological principles explain why group norms such as
respect for elders, local customs, or political alliances affect
decision-making and policy outcomes at the village level.
Understanding such group behaviour helps administrators
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design better coordination mechanisms and strengthen
participatory governance.

3. Anthropology

Anthropology enriches OB by studying culture, shared
beliefs, rituals, values, and customs that influence behaviour
within organisations. Culture shapes how employees view
authority, collaboration, punctuality, hierarchy, and innovation.
This is especially important in public administration, where
employees come from diverse social backgrounds and serve
culturally varied populations.

A practical example is cultural sensitivity training for
frontline workers in tribal regions. Many government schemes
fail due to cultural misunderstandings between officials and
local communities. When employees are trained to respect
tribal traditions, commuaication styles, and community values,
programme outcomes improve significantly. For instance,
the success of mateffialyhealth programmes in Odisha’s tribal
districts impreved when "ASHA“workers were trained to
understand local birthing customs and rituals. Anthropology
thus enables culturally inclusive public service delivery.

Psychology

Sociology

Interdisciplinary
nature of OB

Anthropology

Political Science

Fig. 1.1.2 Interdisciplinary Nature of OB

SGOU - SLM - MA Public Administration - Organizational Behaviour




» Power and authority
dynamics

» Administrative
power and conflicts

» Economic incentives
and behaviour

» Managerial
and analytical
foundations

4. Political Science

Political science adds insights into power, authority,
legitimacy, organisational politics, and conflict—critical
elements of administrative systems. Public organisations are
deeply hierarchical, and decisions often reflect both formal
authority and informal influence. Understanding these political
dynamics helps administrators manage conflicts, negotiate
power balances, and maintain organisational stability.

A real example is the recurring conflict between IAS and
state service officers in many Indian states. These conflicts often
arise not from administrative problems but from issues of rank,
authority, and perceived influence. OB concepts from political
science such as power dynamics and authority structures, help
explain why such tensions occurand how leadership strategies
or role clarity can reduce them.\Thus, political science
equips administrators te’ handle internal politics ethically and
effectively.

5. Economics

Economics'contributes to OB by explaining how incentives,
produetiVity, resource allocation, and cost-benefit decisions
influence behaviour. Public administrators need to understand
what motivates employees financially and how economic
policies affect organisational performance.

For “example, several government departments have
mtroduced performance-linked incentives (PLI) to improve
efficiency. In departments such as revenue collection, health
sefvices, and public works, incentives for meeting targets or
improving service quality have shown measurable results.
The economic principle that “people respond to incentives”
helps administrators design fair reward systems that boost
productivity without compromising public welfare. Economics
also supports budgeting, pay structures, and workforce planning
in public organisations.

6. Management Science

Management science strengthens OB through its analytical
focusondecision-makingmodels, strategic planning, operations,
workflow systems, and quantitative tools. It provides rational
frameworks for solving complex organisational problems and
designing efficient administrative processes.

@ SGOU - SLM - MA Public Administration - Organizational Behaviour




A practical example is the use of Management Information
Systems (MIS) in public offices. Whether tracking pension
applications, monitoring NREGA attendance, handling land
records, or managing hospital inventories, MIS integrates
management principles such as workflow design, process
mapping, and performance measurement. These tools help
administrators make better decisions, predict workload,
and improve service delivery. Management science thus
complements OB by providing the structural and operational
foundation needed for effective organisational behaviour.

1.1.3 Evolution of Organisational Behaviour

The field of Organisational Behaviour (OB) has evolved over
more than a century, shaped by ehanges in work environments,
employee expectations, and orgamisational needs. From early
mechanical views of labour to today’s,emphasis on emotional
intelligence, culture, anddigital workplaces, OB has grown
into a comprehensive discipline that helps public and private
organisations fufiction heffectivelys” Its evolution can be
understood through the following major historical phases.

1.1.3.1.Classical Management Era (1900-1930)

The earliest foundations of OB emerged during the industrial
revolution{ when organisations focused heavily on improving
productivity and efficiency. During this period, workers were
largelywiewed as instruments of production rather than as
mdividuals with emotions and social needs. Three major
contributions define this era.

a. Scientific Management (Frederick Taylor)

Frederick W. Taylor’s scientific management emphasised
finding the “one best way” to perform a job through time—
motion studies, standardisation, and close supervision. Taylor
» Early foundations of | believed efficiency could be maximised by designing tasks

OB scientifically and rewarding workers based on output. While

this approach improved factory productivity, it attracted
criticism for ignoring human emotions, job satisfaction, and
creativity. Workers were treated like parts of a machine, which
eventually led to dissatisfaction and resistance.
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b. Administrative Theory (Henri Fayol)

Henri Fayol expanded organisational thinking by proposing
universal principles of management such as division of
work, unity of command, authority, and discipline. His ideas
helped administrators understand organisational structure and
managerial responsibilities. Public administration, especially
in India, still follows Fayol’s principles in areas such as
departmental organisation and supervisory roles.

¢. Bureaucracy (Max Weber)

Max Weber introduced the bureaucratic model, which
emphasised hierarchy, rules, impersonality, and a clear division
of labour. Weber’s ideas became the backbone of modern
government administration. Indian civil services, including
IAS, IPS, and state services, follow. Weberian principles such
as rule-based functioningy formal procedures, and merit-based
recruitment. Although criticised for! rigidity, bureaucracy
provided much-ne€dednstability and predictability in large
public organisations.

1.1.3.2 Human Relations Movement (1930-1950)

The Humafi Relations Movement marked a major shift in
organisatighal thinking. The famous Hawthorne Experiments
(1924-1932), led by Elton Mayo at the Western Electric plant
in thenUSAgdrevealed that workers are not motivated solely
bysmonetary incentives or working conditions. Instead, social
relationships, recognition, a sense of belonging, and supervisor
support significantly influenced productivity.

The experiments showed that when employees felt valued
and involved, their performance improved, even if physical
conditions remained unchanged. This marked the beginning
of understanding employees as social beings rather than
mechanical performers.

This era greatly influenced public organisations around
the world. Indian Public Sector Undertakings (PSUs) such as
ONGC, SAIL, BHEL, and Coal India began implementing
welfare schemes, recreational facilities, and staff development
programmes. These initiatives acknowledged that improving
employee morale and relationships was essential for better
organisational performance. The Human Relations Movement
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laid the foundation for modern HR practices like employee
counselling, participative management, and grievance redressal.

1.1.3.3 Behavioural Science Era (1950-1970)

As interest in human behaviour grew, researchers from
psychology, sociology, and management science expanded OB
into a more scientific and research-based discipline. This period
focused deeply on motivation, leadership, communication,
personality, and group dynamics.

a. Motivation Theories

Maslow’s hierarchy of needs explained how human needs
progress from basic survival tehself-actualisation. Herzberg’s
two-factor theory differentiated ‘between hygiene factors
and motivators. These, frameworksy helped administrators
understand what truly drives employees.

» Motivational theories
of behaviour

b. McGregor’s‘Theory Xoand Theory Y

Douglas MeGregor’s Theory X assumed employees are
lazy and dislike responsibility, while Theory Y proposed

that €mployees arenselfsmotivated and capable of creativity.
» Theory X and Y

Thiese ideasdinfluenced leadership styles across government
departments. Many modern Indian administrators adopt a
Theory Y approach, encouraging teamwork, innovation, and
participative'decision-making rather than strict authority.

c. Leadership and Group Behaviour Research

The Ohio State and Michigan leadership studies, group

dynamics research by Kurt Lewin, and communication

> Group behaviourand | theories by Chester Barnard helped organisations understand

leadership studies group processes more clearly. As public institutions expanded,

understanding group behaviour became essential for
coordinating large bureaucratic units.

1.1.3.4 Modern OB (1970-Present)

From the 1970s onward, OB evolved into a comprehensive
and dynamic discipline. Organisations began to recognise that
behaviour is influenced by multiple interacting factors such as
people, technology, environment, culture, and structure. This
led to the development of several modern approaches.

SGOU - SLM - MA Public Administration - Organizational Behaviour m

—oC~
-




» Systems approach to
organisation

» Contingency
approach to
management

» Modern
organisational
behaviour focus

» Emotional
intelligence in
administration

» Diversity and -
inclusion focus

» Technology and
behavioural change

a. Systems Approach

This approach views an organisation as an open system
with interdependent parts such as employees, departments,
technology, and environment. Public administration adopted
this approach to understand how changes in one unit (e.g.,
digitisation of records) affect the entire system (e.g., service
delivery speed, employee workload, transparency).

b. Contingency Approach

The contingency approach argues that no single management
style or organisational structure is universally effective. Instead,
decisions should depend on the situation. Administrators
use this approach when handling diverse issues like urban
governance, district administration, crisis management, or
disaster relief, each needing different leadership styles and
organisational responses.

c. Focus on Culture and Organisational Development

Modern OB emphasises organisational culture, value
systems, teamwork, change management, and continuous
improvement. Techniques(like training, sensitivity workshops,
counselling, and organisational development interventions
help improve government functioning.

d. Emoetional Intelligence & Stress Management

Public servants today face heavy workloads, political
pressure, and public expectations. Emotional intelligence, self-
awareness, empathy, and stress management methods are now
essential skills taught in administrative training academies
such as LBSNAA.

e. Diversity and Inclusion

Modern OB recognises the importance of diversity such as
gender, caste, culture, disability, and generational differences.
Government offices now adopt inclusive policies, anti-
discrimination rules, and workplace equality programmes.

f. Technology, Al, and Digital Workplaces

With the rise of digital governance, OB now incorporates

technology-driven behavioural changes. The shift to e-office

o
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systems, virtual meetings, biometric attendance, and Al-driven
public services demands that employees adapt to new ways of
working.

EVOLUTION OF ORGANISTIONAL BEHAVIBOUR

1900-1930 1930-1950 BEHAVARIUAL 1970-Present,
AEMERT i HUMAN RELATIONS SCIENCE ERA MODERN 06
MANAGEMENT ERA MOUEMENT E;ﬁ : . [:]
G 560 B @ G
S 8o Q@ @a-&—F
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muf Erlﬁtd:nq ) (Eltom Mayo) Hléﬁ:aﬂ'u 'y T‘I&uﬁ?ﬁ Cufture & OD
Focus: Sacial Needs, Focus: Motivatina, Leadersh Emotiexily, Adaptation,
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From mechanical views to a holistic, adaptiveand peeple-centric
diseipline.

Fig. 1.1.3 Evolution of Organisational Behaviour

CASE STUDY: Behaviour Change in Public Health Sector
—The Tamil Nadu Model

Background

Tamil Nadu has long been recognised as one of India’s best-
performing states in public health delivery. Its achievements
of high immunisation coverage, low maternal mortality rate,
and efficient primary healthcare did not emerge overnight.
Behind these outcomes lies a strong focus on organisational
behaviour (OB) practices within the health system. Since
the early 2000s, the Government of Tamil Nadu has been
strengthening behavioural aspects of its workforce, especially
nurses, medical officers, primary health centre (PHC) staff, and
field workers. The health system adopted a professional culture
emphasising communication, teamwork, accountability, and
continuous training.

Problems Faced

Despite its relatively strong health infrastructure, the state
faced several organisational behaviour challenges in the early
years:
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» Organisational-
behaviour challenges

Limited Interpersonal Communication: Many nurs-
es and frontline workers lacked soft-skill training for
interacting with patients, leading to dissatisfaction and
miscommunication, especially among rural and tribal
populations.

Low Team Coordination: PHCs often operated in si-
los. Doctors, nurses, and health inspectors worked in-
dividually, leading to duplication of tasks and delays in
service delivery.

Motivation and Career Stagnation: Before reforms,
delays in promotions and unclear career progression
reduced employee morale and organisational commit-
ment.

Weak Accountability Mechanisms: Inconsistent
documentation, absenteeism, and lack of performance
monitoring created ‘@aps in patient care, especially in
remote aréas.

Increasing Work Stress: Growing patient load, long
workingshours, and administrative pressures caused
stress and burneut among healthcare workers.

These challenges showed the urgent need for organisational

behaviour interyentions to strengthen the human side of public
healtheare.

Solutions Implemented

Tamil Nadu implemented a series of innovative OB-based

practices to transform its health workforce:

Structured Training in Interpersonal and Be-
havioural Skills: The state introduced regular training
sessions on communication, empathy, counselling, and
community engagement. Nurses were trained on how
to speak politely, reassure anxious patients, and handle
sensitive cases such as maternal health and child nutri-
tion.

Team-Based Decision Making: Weekly and monthly
team meetings became mandatory at PHCs and district
hospitals. Doctors, nurses, pharmacists, and health in-
spectors collaboratively reviewed cases, monitored

o
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gap between
administrative theory
and real human
behaviour

outbreaks, discussed logistics, and divided responsi-
bilities. This improved coordination and reduced role
ambiguity.

3. Timely Promotions and Transparent Career Path: A
significant policy reform ensured faster and more pre-
dictable promotions for nurses, medical officers, and
health staff. This increased job satisfaction, lowered at-
trition, and strengthened organisational commitment.

4. Strengthening of Accountability and Performance
Monitoring: Tamil Nadu promoted a culture of dis-
cipline and responsibility through digital monitoring
tools, patient feedback systems, and regular superviso-
ry visits. Clear roles and,guidelines helped reduce ab-
senteeism and improve reliability.

5. Cultivating Empathy and Patient-Centric Culture:
Healthcare workers‘were encouraged to treat patients
with dignity, especiallypyulnerable groups such as
pregnant women, elderly citizens, and children. Hospi-
tals introduced patient help desks, grievance redressal
mechanisms, and awareness programmes on respectful
maternity care:

Outcome

These behavioural interventions created a positive work
climate across Tamil Nadu's health sector. According to a
World Bank study, the state’s superior performance in health
indicators is closely linked to its strong organisational culture—
marked by teamwork, motivation, accountability, and patient-
centric behaviour. Tamil Nadu today serves as a model for
other Indian states seeking to improve public health delivery
through organisational behaviour reforms.

Organisational Behaviour is a critical foundation for
Public Administration because it bridges the gap between
administrative theory and real human behaviour. Understanding
OB helps administrators manage teams effectively, handle
conflicts, lead reforms, motivate employees, and build a citizen-
friendly governance system. As government organisations
evolve in response to digital governance, globalisation, and
social expectations, OB becomes even more important in
shaping capable, responsive, and ethical public institutions.

SGOU - SLM - MA Public Administration - Organizational Behaviour m




Summarized Overview

/

This unit introduces students to the fundamental principles, nature, scope, and
significance of Organisational Behaviour (OB), explaining how human behaviour
influences organisational performance. It highlights OB as a multidisciplinary field
drawing insights from psychology, sociology, anthropology, economics, political
science, and management science. The unit discusses how OB functions at individual,
group, and organisational levels, examining elements such as personality, motivation,
leadership, communication, organisational culture, and structure. Students learn how
OB evolved from classical management theories to modern concepts that emphasise
human relations, emotional intelligence, employee well-being, and digital workplaces.
The significance of OB in public administration is strongly emphasised, showing how
behavioural insights improve teamwork, decision-making, conflict resolution, change
management, and citizen-centric governance. A real-wotld, case study—the Tamil
Nadu Public Health Model—illustrates how behavioural interventions such as training,
teamwork, accountability, and motivation can transform public serviee delivery. Overall,
the unit reinforces that organisations succeed not justithrough systems and rules but
through people, and understanding OB is crueial,for building éfficient and humane
institutions.

S =

Self-Assessment

—:

N

Explain the nature of Organisational Behaviour and discuss its relevance in mod-
ern administrativeisystems.

2. Describe the interdiSeiplinary foundations of OB and explain how each disci-
pline contributes'to understanding workplace behaviour.

3. Discuss the evolution of OB from the classical management era to the modern
behavioural approach.

4. Analyse the significance of OB in public administration with suitable examples
from Indian government institutions.

5. Using the Tamil Nadu Public Health case study, evaluate how behavioural inter-
ventions can improve organisational performance.
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Assignments

(=

\

Visit a local organisation (government office, hospital, or company) and prepare a
report analysing its organisational culture and employee behaviour.
2. Interview two employees from different departments of an organisation and com-
pare their perceptions of leadership and motivation.
3. Conduct an observation study of teamwork during a group activity or departmen-
tal meeting and identify group norms, communication patterns, and role clarity.
4. Prepare a case analysis on any public-sector reform programme (e.g., e-gover-
nance, DBT, district administration initiative) by identifying OB principles ap-
plied in the reform.
5. Design a short organisational development intervention (€.g., stress-management
workshop, teamwork training, motivation plan)for improving employee well-be-
\ ing in a public institution. j
Reference
/ 1. Luthans, F. (2011). Organizationabbehavior (12th ed.). McGraw-Hill. \
2. Robbins, S. P, & Judge,T. A. (2019). Organizational behavior (18th ed.). Pear-
son.
3. Newstrom, J. Wa(2017). \Organizational behavior: Human behavior at work.
McGraw-Hill:
4. Greenberg, J. (2011). Behavior in organizations. Pearson Education.
5. Ivancevich, J. M., Konopaske, R., & Matteson, M. T. (2014). Organizational
behavior and management. McGraw-Hill.
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Space for Learner Engagement for Objective Questions

Learners are encouraged to develop objective questions based on the content in the
paragraph as a sign of their comprehension of the content. The Learners may reflect on the
recap bullets and relate their understanding with the narrative in order to frame objective
questions from the given text. The University expects that 1 - 2 questions are developed for
each paragraph. The space given below can be used for listing the questions.
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Forms of Organization

| Learning Outcomes

After completing this unit, the learners will be able to:

» explain the different forms of organisations and thei
administration and business environments
* describe the 4P Model and evaluate how Pu ocess, and
Physical Resources shape organisational fi
* comprehend major organisational st eir suitability for

different administrative contexts

s, businesses, and social institutions operate. In
ered enterprises (MSME Ministry, 2024) and more
than 3.2 million government employees (Government of India, 2023) work within
diverse organisational fi anging from ministries and public-sector undertakings
to partnerships, cooperatives, and corporations. As economies expand and governance
becomes increasingly complex, understanding how organisations are formed, structured,
and managed becomes essential. Global trends also highlight the importance of
organisational design research by McKinsey (2022) shows that companies with well-
aligned structures are 3 times more likely to outperform their peers in efficiency and
service delivery.

systems, shaping
India alone, over

In public administration, organisational structure directly influences how programmes
such as the Smart Cities Mission, Swachh Bharat, or Digital India achieve results across
thousands of decentralised units. Case studies like ISRO, which executed Chandrayaan-3
at a fraction of global costs, and Amul, which empowers 3.6 million dairy farmers
through a cooperative form, demonstrate how organisational design affects innovation,
coordination, and societal impact. As future managers and administrators, MBA students
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must understand these organisational foundations to effectively analyse institutions,
improve decision-making systems, and design structures capable of delivering value in
dynamic environments.

Organisation structure, Formal organisation, 4P Model, Matrix structure, Partnership

Organisations, whether govémnment ministries, municipal
councils, cooperatives, or corporate firms, are the backbone
of modern administrative systems. In, public administration,
understanding how organisations are designed, structured, and
operated becomes essential ‘because most governmental tasks
(policy implementation; servicendélivery, welfare schemes,
regulatory functions) depend on how well an organisation
is arranged. This unit explores the foundational concepts
of organisational, forms, /the 4P model of organisational
bases, various, typesiof organisations (formal, informal, sole
proprietorship, partnership, corporation), and the meaning
and significance/of organisational structure. The discussion is
enriched with public-sector illustrations, real case studies like
ISRO,"Amul Cooperative, LIC, Indian Railways, and insights
fromyscholars such as Herbert Simon, Max Weber, and Peter
Drucker.

12.1 Bases of Organisation - The 4P Model

The 4P Model—Purpose, People, Process, and Physical
Resources offers a simple yet powerful lens to understand how
_ organisations originate and function. It is widely discussed in
bAR madel of public administration and management literature, including
i — | works by Herbert Simon (Administrative Behaviour), Peter
' Drucker (Management: Tasks, Responsibilities, Practices),
and Luther Gulick (PODSCORB principles). The model helps
explain why organisations differ and how they align their internal
functions with external expectations. In public administration,
the 4P framework is particularly helpful because government
organisations deal with diverse tasks, complex hierarchies, and
accountability to citizens.

organisation-
Purpose, People,
Process, and Physical
Resources
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o

PROCESS

Workflows, System
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Fig. 1.2.1 4P Model

1.241.1 Purpese

The purpose of an organisation explains why it exists. Its
missien, long-térm goals, core values, and the public or societal
needs 1t seeks to fulfil. According to Peter Drucker, a clear

purpose acts as the organisation’s “guiding star,” influencing
how structures and strategies evolve. In public administration,
puspose is often defined by legislation, national priorities, or
constitutional obligations. Government departments such as the

» Purpose of an i
organisation explains
why it exists

Ministry of Health and Family Welfare operate with the defined
purpose of strengthening public health systems, reducing
disease burdens, and implementing national programmes
like the National Health Mission. Their policies, staffing, and
budgets all flow from this central purpose.

Example — Swachh Bharat Mission (2014)

The Swachh Bharat Mission (SBM) was created with a clear
purpose of eliminating open defecation, improving sanitation,
and promoting behavioural change across rural and urban India.
Its multi-level organisational structure, covering national, state,
district, and block offices, was designed specifically to support
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» Human resources
that give life to an
organisation

» Trained officers

» Organisational
processes-and
procedures

this mission. The clarity of purpose enabled systematic resource
allocation, mass mobilisation, and measurable outcomes such
as the construction of over 100 million toilets.

1.2.1.2 People

The people element refers to the human resources that
give life to an organisation, such as individuals who bring
skills, motivation, experience, and interpersonal relationships.
Scholars like Herbert Simon emphasise that decisions, actions,
and innovations depend largely on the behaviour and competence
of people within the system. In public administration, people
include civil servants, field officers, contractual staff, technical
experts, and even citizens as stakeholders.

Government machinery depends, on trained officers from
services such as IAS, IPS, IFS, as well as frontline workers like
health inspectors, Anganwadi workers, and panchayat staff.
Their day-to-day actions, like policy implementation, grievance
handling, and gublic “service  delivery, shape governance
outcomes.

Case Illustration.— ISRO

The Indian Space Research Organisation (ISRO) offers a
powerful éxample of the People dimension. The success of
Chandrayaan-3/(2023) resulted from coordinated teamwork
involvinggeptropulsion experts, landing-module specialists,
mission controllers, and quality-testing teams. Their technical
expettise and collaborative work culture, built over decades
sing€ the era of Dr. Vikram Sarabhai, demonstrate how human
capability strengthens an organisation’s reliability.

1.2.1.3 Process

Processes are the rules, procedures, workflows, and
formal systems that shape how organisational goals are
achieved. Luther Gulick and Lyndall Urwick emphasised in
classical administrative theory that well-designed processes
reduce ambiguity and make administration more efficient. In
government, processes ensure transparency, accountability,
and uniformity in decision-making across departments. Most
public organisations rely on clearly defined standard operating
procedures (SOPs), financial and audit rules, rules of business,
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and regulatory frameworks. These processes ensure that
decisions are taken systematically rather than arbitrarily.

Example — Right to Information (RTI) Process

The RTI Act institutionalised a clear process:
acknowledgement of a request within 48 hours in urgent cases,
response within 30 days, and a formal appeal mechanism. This
structured process ensures transparency, reduces corruption,
and empowers citizens to hold officials accountable. The
predictability of the workflow is central to the Act’s successful
implementation across states.

1.2.1.4 Physical Resources

Physical resources include fimancial capital, buildings,
equipment, technology, materials;, and infrastructural
facilities that enable thehorganisation to function. Public-
sector organisations_rely omya wide/ range of assets from

hospitals and schools to data ‘céntrés and transport systems.
The availability, allocation, and management of these
resources deeply influence an organisation’s performance.
For example, public hospitals require diagnostic equipment,

» Material and
infrastructural
support

bedsg ambulances, oxygen supply systems, and medicines.
Similarly, the Indian Railways depend on locomotives, tracks,
signalling “infrastructure, maintenance depots, and station
facilities. And digital India initiatives require large-scale ICT
infrastructuré such as broadband networks, Aadhaar servers,
Common Service Centres (CSCs), and secure data systems.

Case — Kerala Health Department during COVID-19

During the COVID-19 outbreak, Kerala’s Health Department
demonstrated effective management of physical resources. The
state quickly mobilised hospitals, ICU beds, testing laboratories,
PPE kits, and community health centres. Equally important
was its use of digital tools such as the “Covid Jagratha” portal
for real-time tracking, which showcased the integration of
physical and technological resources to manage a public-health
emergency.

1.2.2 Types of Organisations

Organisations may take multiple forms depending on
purpose, ownership, structure, and the nature of operations.
This unit describes the most commonly studied forms.
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rmal organisation refers to a consciously created and
officially structured arrangement of roles, responsibilities,
authority within an institution. It is designed to ensure
coordinated behaviour among members so that organisational

—P=[ e . .
l(jflz?l?iational - | goals can be efficiently achieved. Max Weber’s theory of
& = bureaucracy provides the most influential explanation of this

structure ——— -~ .. : .
= e concept, emphasising elements such as hierarchy, specialised

division of labour, written rules, and impersonality. In public
administration, the formal organisation helps maintain order,
predictability, and uniformity across large and complex
government systems.

Formal organisations are deeply embedded in India’s
governance and administrative landscape. Central and State
Government departments operate through formal hierarchies,
rules of business, and documented procedures. Public Sector
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» Institutionalised
administrative
systems

» Clearly defined
hierarchy

> Rely on written
rules, guidelines, afd
procedures £ -

» Prevents overlaps,
conflicts, and
confusion

Undertakings (PSUs) like BHEL, SAIL, and ONGC follow
structured recruitment, departmental specialisation, and formal
reporting systems to manage large-scale operations. Similarly,
regulatory bodies such as SEBI, RBI, and TRAI function with
codified powers, professional staff, and institutional procedures
to ensure financial and economic stability. At the local level,
Panchayati Raj Institutions also represent formal structures
with elected representatives, defined powers, and written
administrative norms.

Characteristics of Formal Organisation

1. Hierarchical Structure

A formal organisation operates through a clearly defined
hierarchy where positions and authority are arranged from
higher to lower levels. Each level supervises the one below it,
ensuring accountability and direction. This chain of command
helps avoid confusion and establishes/who is responsible for
what decisions. Weber argued that,such a hierarchy is essential
for stability and discipline imadministrative systems.

2. Clear-Rules'and Procedures

Formal organisations rely on written rules, guidelines, and
procedures(to regulate behaviour and decision-making. These
rulesiensure consistency and fairness, especially in government
departmentse‘where public interest is involved. Because
procedures are standardised, employees know exactly how
tasks should be performed. This formal rule-based approach
reduces arbitrariness and enhances transparency.

3. Defined Authority

Each position in a formal organisation carries a specific level
of authority, enabling smooth functioning and coordinated
action. Defined authority prevents overlaps, conflicts, and
confusion about who is empowered to take decisions. In public
administration, this extends from ministers to secretaries to
section officers, ensuring clarity in command. Authority is tied
to the office, not the individual, reflecting Weber’s principle of
impersonality.
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4. Job Descriptions

Employees in formal organisations are assigned specific
duties and responsibilities based on their qualifications and
organisational needs. Job descriptions clarify what tasks
are expected, how performance is evaluated, and where
accountability lies. This specialisation supports efficiency
because individuals develop expertise in their roles. For
example, accounts officers focus on financial matters, while
technical officers handle engineering responsibilities.

5. Documentation and Records

A formal organisation maintains systematic written records
of decisions, transactions, and administrative actions. These
documents support continuity, enable audits, and act as legal
proof of government decisions. Record-keeping is crucial in
public administration be€ause it ensures historical traceability
and transparency. Weber considered documentation one of the
pillars of modern buireauieracy:.

Case Illustration— Indian Railways

IndianwRailways, stands as one of the world’s largest and
most complexaformal organisations, illustrating the principles
ofl bureaucracy in action. With nearly 1.2 million employees,
the erganisation/relies on a well-defined structure comprising
zones,divisions, and departments such as traffic, engineering,
mechanical, and accounts. The hierarchical chain begins at the
Railway Board, followed by 17 zones, and then 68 divisions,
each/ with clearly assigned responsibilities. Its ability to
transport 23 million passengers every day and manage heavy
freight logistics reflects how a strong formal organisational
design enhances coordination, efficiency, and reliability.

1.2.2.2 Informal Organisation

An informal organisation emerges naturally from the social
interactions, shared experiences, and personal relationships that
develop among employees within a formal structure. Unlike the
formal organisation, it is not created through official orders or
documented procedures; rather, it evolves spontaneously as
individuals communicate, cooperate, and build trust. Chester
Barnard, in ‘The Functions of the Executive (1938)’, argued that
informal groups are essential because they foster cooperation,
strengthen communication, and ensure that formal instructions
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approach tasks, share
responsibilities, and
support one another

are carried out effectively. In public administration, informal
networks often fill gaps left by rigid bureaucratic rules, making
day-to-day functioning smoother and more adaptive.

Characteristics of Informal Organisation

1. Based on Personal Relationships

Informal organisations grow from friendships, shared
interests, personal rapport, or common backgrounds among
employees. These relationships influence how people support
each other, share information, and collaborate beyond their
formal duties. Unlike formal structures, informal ties cut across
departments and hierarchies. They play an important role in
reducing workplace stress and improving cooperation.

2. No Official Rules

An informal organisation has no Written rules, standard
procedures, or official authority patterns. Its functioning is
flexible and guided by human emotions, group comfort, and
context-specific needs. Because it operates outside formal
rulebooks, it\ can adapt quickly to changing situations.
This flexibility” often compensates for the rigidity found in
bureaucratic systems;

3./ Helps Communication

Informal «networks facilitate faster and smoother
communication compared to formal channels, which may
involve multiple levels of approval. Colleagues often rely on
informal conversations, phone calls, or quick discussions to
clarify doubts or share updates. This improves coordination
and reduces delays in administrative work. Many scholars
describe this as the “grapevine” that strengthens organisational
responsiveness.

4. Generates Group Norms

Informal groups create their own norms, which are shared
expectations about behaviour, work ethics, and cooperation.
These norms influence how employees approach tasks, share
responsibilities, and support one another. Sometimes, these
standards can reinforce positive behaviour such as mutual
help and discipline; at other times, they may lead to resistance
against unpopular policies. Understanding these norms helps
managers predict group behaviour.
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5. Provides Emotional Support

Informal organisations fulfil the social and emotional needs of
employees, offering friendship, trust, and a sense of belonging.
These bonds help reduce workplace stress and improve morale,
especially in high-pressure government offices. Emotional
support encourages teamwork and motivates employees to
go beyond their formal job descriptions. Barnard emphasised
that such support is indispensable for maintaining cooperative
systems.

In public-sector settings such as a district collectorate,
informal networks often play a crucial role in ensuring
administrative continuity. Clerks, assistants, and section staff
frequently share tips, past experiences, and unofficial but
practical steps that help move files, efficiently. These informal
ties help new employees learn procedures that may not be clearly
documented or may vary@eross departments. Such spontaneous
collaboration enhances coordination and helps resolve routine
bottlenecks more quicklythan formalétructures alone.

Case Example — Delhi Metro

In_dh€vearly” years .0f Delhi Metro Rail Corporation
(DMRC) operations, informal groups were instrumental in
improving ddaily yfunctioning. Station controllers, customer
service assistants, and technical staff often discussed solutions
informally dufing shift changes or breaks. These interactions
helped them manage passenger rush, crowd movement, and
minor operational glitches even before formal SOPs were
revised. The management later incorporated many of these
practical insights into updated protocols, showing how informal
systems can strengthen formal organisational performance.

1.2.2.3 Sole Proprietorship

A sole proprietorship is a form of business owned, controlled,
and managed entirely by a single individual. It is the simplest
and oldest form of business organisation, commonly preferred
for small-scale and local enterprises. Because the owner
alone assumes all responsibilities and enjoys all profits, this
structure is highly flexible and easy to establish. Management
scholars such as C.B. Gupta and P.N. Varshney note that sole
proprietorships dominate retail trade, personal services, and
micro-enterprises in developing economies.
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> Entirely owned by
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complete and direet™
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made swiftly

Characteristics

1. Single Ownership

In a sole proprietorship, the business is entirely owned by
one person, who provides the initial capital and bears full
responsibility for decision-making. This unified ownership
structure eliminates conflicts that may arise among partners or
shareholders. The owner’s personal involvement ensures close
supervision and strong commitment to business operations.
Such ownership is especially suited for small shops, service
providers, and home-based enterprises.

2. Unlimited Liability

One of the defining features‘@f.a sole proprietorship is that
the owner’s liability is unlimited, smeaning personal assets
may be used to settle business debts'if necessary. While this
increases financial risk, “it, also enhances credibility with
lenders who trust pessenal aceountability. For small enterprises
requiring quickderedit from local banks or informal lenders,
unlimited liability often becomes an accepted part of operating
risk. This characteristic is ¢ommonly highlighted in business
law literature, including works by Dr. S.C. Sharma.

3./Direct Control

The owner fexercises complete and direct control over
businesspepetations, strategic decisions, pricing, and customer
rélations. This lack of hierarchical structure enables rapid
decision-making and hands-on management. Direct control
enhances efficiency because the owner is closely involved in
day-to-day activities and can adjust plans quickly. This aspect
is especially advantageous in competitive markets where
customer preferences change rapidly.

4. Quick Decisions

Since the proprietorship structure avoids layers of consultation
and approval, decisions can be made swiftly. Whether it
is purchasing inventory, responding to market changes, or
addressing customer complaints, the owner can act immediately.
This agility gives sole proprietorships a competitive advantage
over larger and more bureaucratic organisations. Scholars like
P.K. Jain emphasise that speed and flexibility are key strengths
of this form of business.
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Sole proprietorships are highly significant in the context of
public administration because many government welfare and
entrepreneurship schemes directly target small, individual-
owned businesses. Programmes such as PM-SVANidhi, Prime
Minister’s Rozgar Yojana (PMRY), and Mudra Loans aim to
promote self-employment among street vendors, artisans,
shopkeepers, tailors, and other micro-entrepreneurs. These
schemes provide subsidised loans, digital support, skill training,
and market access to strengthen local livelihoods. Supporting
sole proprietors helps governments achieve inclusive growth,
reduce unemployment, and stimulate local economies.

Example

A Fair Price Shop (FPS) or ration shop operating under the
Public Distribution System (PDS) is commonly managed as a
sole proprietorship. The dealer is the single owner responsible
for procurement, distribution, stock maintenance, and customer
interaction, even though “the shop /functions under strict
government regulation."The govemiment sets prices, supply
quotas, and operational rules, but daily functioning is carried
out independently by the sole proprietor. This model combines
individual entrepteneurship‘with public welfare objectives.

1.2.2.4 Partnexship

A partnership is a voluntary association of two or more
individualsswho come together to run a business and share its
profits, losses, and managerial responsibilities. The partnership
is created through a mutual agreement (written or oral), known
as the partnership deed, which outlines rights, duties, and profit-
sharing ratios. In India, partnerships are governed by the Indian
Partnership Act, 1932, which defines partners as agents of the
firm and of one another. Scholars such as P.N. Reddy and H.R.
Appanaiah emphasise that partnerships combine the strengths
and resources of multiple individuals, making them suitable for
small and medium enterprises.

» Voluntary association
of two or more
individuals

Types of Partnerships

1. General Partnership

> All partners ‘ In a ggneral partgership, all partners' pgrticipats: 'activel'y
in managing the business and share unlimited liability. This

participate actively ; )
means each partner is personally responsible for the debts and
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P> Government partners
with private firms
to deliver public
services

obligations of the firm. General partnerships are preferred for
small businesses where trust and close cooperation are essential.
They provide operational flexibility but also expose partners to
higher financial risk.

2. Limited Partnership

A limited partnership includes both general partners (with
unlimited liability) and limited partners (whose liability is
restricted to their capital contribution). Limited partners
usually do not participate in day-to-day management, making
this structure suitable for investors seeking safety along with
returns. This type balances the need for managerial control
with the need for additional capital. It is recognised in many
countries, although less commomin India compared to LLPs.

3. LLP (Limited Liability Partnership)

An LLP is a modern business structure that combines the
operational flexibility of apartneérship with the limited liability
protection of a company. Under the LLP Act, 2008, partners
are not personally liable for the misconduct or negligence of
other partners, making it safer than a general partnership. LLPs
are widely used bywpreféssionals such as lawyers, architects,
consultants, dnd, start-ups. They also enjoy advantages like
perpetual Succession and simpler compliance requirements
compared to companies.

The Government of India encourages partnership-based
ventures through the Startup India initiative, which offers tax
benefits, funding support, innovation hubs, and simplified
compliance. Many start-ups operate as partnerships or LLPs
because these forms require less regulatory burden compared to
companies. Partnerships allow founders to pool their expertise
such as technical, managerial, or financial to create scalable
business models. This administrative support strengthens
India’s entrepreneurial ecosystem.

4. Public—Private Partnerships (PPPs)

PPPs represent a collaborative model where the government
partners with private firms to deliver public services,
infrastructure, and utilities. These partnerships combine public
accountability with private sector efficiency, helping accelerate
projects in roads, airports, metro rail, and energy sectors. The
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government benefits from specialised knowledge, investment,
and innovation from private partners. PPPs are widely discussed
in works by M. Ravindra and the World Bank for their role in
modern governance.

5. Cooperative—Business Partnerships (e.g., Amul)

The Indian government supports cooperative—business
partnerships to empower communities and strengthen rural
economies. Amul, for example, operates as a cooperative but
functions through strong managerial partnerships between
farmers, societies, and professionals. These models ensure that
producers receive fair prices while benefiting from efficient
processing, marketing, and distribution. Such partnerships
have transformed rural industties by merging community
participation with professional management.

> Empower
communities and
strengthen rural
economies

Case Study — Amul Cooperative Model

The Amul medel, créated undenfthe Gujarat Cooperative
Milk Marketing Federation (GCMMF), demonstrates how
cooperative structures can function like partnerships between
millions of farmers and a/professional management system.
Over3.6 million dairy farmers contribute milk daily through
village societies, spread across 18,500+ villages in Gujarat.
These societies operate democratically, but at the operational
levely farmers and managers work in close partnership to ensure
quality,wprieig, logistics, and marketing. This collaborative
model enabled India to achieve the status of the world’s largest
milk| producer, a transformation documented in Verghese
Kurien’s autobiography, / Too Had a Dream.

1.2.2.5 Risk vs. Reward: Sole Proprietorship and
Partnership

The relationship between risk and reward is a key factor in
choosing a form ofbusiness organisation. Inasole proprietorship,
the owner bears all the business risk, including financial losses,
legal liabilities, and operational failures. However, this high
level of risk is matched by maximum reward, as the proprietor
enjoys complete control over the business and retains 100%
of the profits. Quick decision-making and direct ownership
motivate the sole proprietor to take calculated risks to increase
returns.

> A key factor in
choosinga form of
business organisation
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> Exists as a separate
entity distinct
from its owners or -
shareholders

» Protects shareholders
from being
personally liable for
corporate actions

In contrast, a partnership involves shared risk, as losses,
liabilities, and responsibilities are distributed among two or
more partners according to the partnership agreement. Since the
risk is spread, the individual burden on each partner is lower.
However, the reward is also shared, meaning profits must be
divided among partners. While this reduces individual earnings
compared to sole proprietorship, partnerships often benefit from
pooled capital, combined skills, and shared expertise, which
can improve overall business performance and stability.

Thus, sole proprietorship suits individuals willing to
take high risk for high reward, while partnerships are better
for those preferring moderate risk with shared rewards and
responsibilities.

1.2.2.6 Corporation

A corporation is a legally constituted organisation that exists
as a separate entity distinct from its owners or shareholders.
This separation gives the corporation its own legal rights,
such as owning property, entering into contracts, and suing
or being sued, independent|of the individuals associated with
it. Corporationsiare typically formed under specific statutes,
such as'the' Companies Act, 2013 in India, which outlines their
formation, governance, and dissolution. Management scholars
such as James Horne and P. Chandra emphasise that corporate
entities are essential for large-scale operations requiring
significant capital, continuity, and structured governance.

Characteristics

l.«Separate Legal Identity

A corporation is recognised as a legal “person,” distinct from
its shareholders, allowing it to own assets, incur liabilities,
and enter into contracts independently. This feature protects
shareholders from being personally liable for corporate actions.
The corporate identity continues even when ownership changes
through share transfer. This principle is well established
in corporate law literature and reinforced through judicial
precedents, such as the landmark UK case Salomon v. Salomon
& Co. Ltd. (1897).

2. Perpetual Succession

Perpetual succession means that a corporation continues
to exist regardless of changes in ownership, membership, or
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management. Even if shareholders die, resign, or transfer their

shares, the corporation’s legal existence remains unaffected.

> Corporation - This makes corporations highly stable institutions suitable for

continues to exist long-term projects and capital-intensive industries. Government

corporations, in particular, benefit from this continuity when
delivering essential services.

3. Professional Management

Corporations rely on professional managers who are trained
in finance, operations, marketing, and governance to run day-
to-day activities. Shareholders elect a Board of Directors, and
the board appoints executives who bring specialised skills and
managerial expertise. This separation between ownership and
management allows corporationgito scale operations efficiently.
Business scholars such as Peter 'F. Drucker highlight that
professional management is a key reason corporations dominate
modern economies.

4. Limited Liability

Limited liability ensures that shareholders are liable only
up to the value of their investment in the corporation’s shares.
Theinpersonal assetsyaresprotected even if the corporation faces
financial distréss or legal claims. This feature encourages wider
participation in capital markets and enables corporations to
raiselarge volumes of funds from the public. Limited liability
has beeényaqmajor driver behind the growth of modern joint-
stock, companies.

» Shareholders are
liable only up to
the value of their
investment in the
corporation’s shares

Examples in the Public Sector

Public sector corporations in India are established either
through Acts of Parliament or under the Companies Act,
depending on their nature and purpose. Examples include:

» Life Insurance Corporation of India (LIC) — a statutory cor-
poration fully owned by the government until its partial dis-
investment through the 2022 IPO.

» Bharat Heavy Electricals Limited (BHEL) — a leading engi-
neering and manufacturing corporation under the Ministry

of Heavy Industries.
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» National Thermal Power Corporation (NTPC) — one of In-
dia’s largest power generation companies.

» AirIndia (until its 2022 privatisation) —a government-owned
corporation providing national and international air trans-

port services.

These corporations combine commercial functions with
public welfare objectives, making them central to India’s
mixed-economy model.

Case Study — LIC of India

The Life Insurance Corporation of India (LIC), established
in 1956 under the LIC Act, is one of the most trusted financial
institutions in the country. With over 250 million policyholders,
LIC’s success rests on adwell-structured organisational design,
strong hierarchical systems;and rigorous regulatory compliance
under the Insuranc€ Regulatory, andfDevelopment Authority
of India (IRDA{). Its emphasis on customer service, actuarial
planning, and risk management has helped it maintain public
confidence for decades. LIC’s robust corporate governance
and nationwide network of branch offices illustrate how public
cogporations qdehieve long-term stability and social impact
while functioning within a formal legal framework.

1.2.3 Organisation Structure

Just like the hospital needs a clear system to treat patients
effectively, every organisation needs a well-designed structure
toperate smoothly. Organisation structure is the blueprint that
tells everyone what to do, how to do it, and whom to report
to. Organisation structure refers to the formal arrangement of
jobs, authority, communication channels, and responsibilities
within an organisation. It determines how decisions are made,
how tasks are coordinated, and how different units interact to
achieve organisational goals.

1.2.3.1 Relevance/Importance of Organisation
Structure

1. Ensures clarity in roles: A well-designed organisation
structure clearly defines what each employee is expected
to do. It specifies duties, responsibilities, and reporting re-

{3
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» Defines what each
employee is expected
to do -

> Prevents
misunderstandings,
delays, and power -
struggles

P> Reduces delay-

lationships so that workers know exactly where their role
begins and ends. When employees understand their roles,
there is less duplication of work and fewer tasks that re-
main unattended.

Example: In a multi-speciality hospital, the roles of
cardiologists, nurses, technicians, emergency doctors,
and administrative officers are clearly defined. Because
duties are well separated, the emergency team can act
quickly, the lab team handles tests, and the doctor focuses
on diagnosis. This clarity saves time and improves the
quality of care.

Reduces confusion: Confusion occurs when authority and
decision-making rights argynot clear. A formal structure
outlines who has the power te. make decisions, approve
budgets, provide instructions, and resolve conflicts. This
prevents misunderstandings, delays, and power struggles.
When communication ¢hannels are well defined, employ-
ees know whom to approachsfor decisions or support.

Example: The Delhii Metro Rail Corporation assigns
a single ‘project head for each construction phase. All
teams such as, civilfengineering, safety, signalling, and
operations, report to this project head. Because the
decision point is clear, teams avoid misunderstandings
and issues/are solved quickly.

Improves efficiency and speed: An effective structure
groups people according to their skills and organises work
in a way that reduces delay. Short reporting lines, spe-
cialised teams, and streamlined processes help in faster
problem-solving. Organisations that align structure with
workflow usually achieve better productivity and quicker
turnaround times.

Example: Toyota’s Production System is known worldwide
for speed and efficiency. Its structure supports specialised
roles on the assembly line and clear responsibility for each
stage of production. This arrangement reduces wastage,
minimises waiting, and has helped Toyota achieve one of
the fastest production cycles in the automobile industry.

Enhances coordination: Coordination means making
different departments or units work together smoothly.

SGOU - SLM - MA Public Administration - Organizational Behaviour m




» Structured team
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structure

Organisation structure includes formal mechanisms such
as committees, cross-functional teams, and liaison officers
that help departments cooperate. This is especially im-
portant in large organisations where marketing, finance,
human resources, operations, and research must work to-
gether towards a single goal.

Example: In the construction and expansion of the Delhi
Metro, technical consultants, project engineers, safety
officers, and operations teams coordinate through dedicated
project offices. This structured team interaction ensured
that construction phases were completed efficiently and
safely.

Helps in accountability and control: Structure creates
accountability by linking authority with responsibility.
When a particular person or team is responsible for an
outcome, it becomes easy to evaluate performance. Man-
agers can set targets, monitor progress, give feedback, and
take corrective action, Thishelps maintain discipline and
ensures that tasks are'completed as planned.

Example: Amazon follows the concept of the two pizza
team, which imcansfa small team that can be fed with
two pizZas. Each team owns a particular product or
servige from beginning to end and is fully accountable
for its performance. This clear ownership prevents blame
shiftings@nd increases responsibility and innovation.

Supports growth and smooth functioning: As organ-
1sations grow, they expand into new regions, introduce
new products, or create new departments. A flexible and
scalable structure helps them grow without losing control.
A strong structure prevents chaos, supports smooth daily
functioning, and allows the organisation to adjust as size
and strategy change.

Example: ISRO operates through multiple specialised
research centres, mission units, and project offices.
This structure allows the organisation to handle several
missions at the same time. It has helped ISRO maintain
high-quality, low-cost space missions such as Chandrayaan
2 and Chandrayaan 3, and also supported continuous
organisational growth.

o
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1.2.3.2 Major Types of Organisation Structures

A.Line Structure

A line structure is the most traditional form of organisational
design, where authority flows vertically from the top level to
the lowest operational layer. Every subordinate reports directly
to one superior, ensuring a clear chain of command and well-
defined responsibility. This structure is simple, rigid, and easy to
understand, making it ideal for organisations where discipline,
» Traditional form-— | quick decision-making, and centralised control are essential.

: Because decisions move through a single authority line,
there is little scope for confusion or conflict, although it may
become inflexible in large and dynamic environments. A classic
example is the Police Department, which operates through a
strict hierarchical order. The chain of command typically
follows DGP — IGP — SP — DSPy,— Inspectors, enabling
fast communication, effeetive enforcement, and disciplined
operations across districts and,states.

Fig. 1.2.3 Organisation Structure of Police Department (Line Structure)

B. Functional Structure

A functional structure divides the organisation into specialised

> DiVid?S the. ~— | units based on key functions such as Human Resources,
organisation 111to Finance, Operations, Engineering, or Administration. Each
specialised units - functional unit is led by an expert in that domain, ensuring

N professional handling of tasks, improved efficiency, and high-
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quality decision-making. This arrangement allows employees
to develop deeper expertise and reduces duplication of work.
However, communication across departments may become
slow due to functional silos. In the public sector, Municipal
Corporations are typical examples of functional structuring.
They operate through specialised departments such as Health,
Sanitation, Engineering, Revenue, and Town Planning, each
led by officers with technical or administrative expertise.
This functional division helps municipal bodies deliver urban
services efficiently and manage complex civic operations.

FUNCTIONAL ORGANIZATIONL STRUCTURE

HUMAN RESOURCES

foty

HR MANAGER
(Recruitment & Traini

MUNCIPAL
CORPORATION

ENGINEERING  REULILINETN]

& &

RATIONS HEAD CHIEF ENGINEER ADMINISTRATIVE
e Debvery  (Projects & Infrastucture)  (Secrrediat & Records)
& Logistics

_—

Fig. 1.2.4Functional Organisational Structure of Municipal Corporation

~ » Combines the clear -

authority of line
managers with

the specialised
knowledge of staff
experts

-~

C.Line and Staff Structure

The line and staff structure combines the clear authority of
line managers with the specialised knowledge of staff experts.
Line managers exercise decision-making power and maintain
accountability for achieving organisational objectives, while
staff specialists provide advisory support, research inputs,
and technical guidance. This model helps organisations
balance operational control with professional expertise,
improving the quality of decisions. However, conflicts may
arise if staff members exert undue influence or if line officers
ignore expert advice. A prominent example is the Ministry of
Finance, where IAS officers hold line authority over budgeting,
policy implementation, and financial administration, while
economists, legal advisors, chartered accountants, and domain
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» Blends functional
and project-based
authority

specialists function as staff personnel. Their expert analysis
assists in drafting financial legislation, designing tax policies,
and evaluating economic reforms.

D. Matrix Structure

A matrix structure blends functional and project-based
authority by allowing employees to report to two supervisors
simultaneously: a functional manager and a project manager.
This dual authority system encourages interdisciplinary
collaboration, efficient resource sharing, and faster completion
of complex projects. The matrix approach is highly flexible and
suitable for innovative, large-scale, or time-bound missions.
However, it may create confusion if roles are not clearly
defined. A strong example is the,Smart Cities Mission, where
city engineers and planners repost both to the Municipal
Commissioner, who heads functional departments, and to the
Project Management Unit(PMU) overseeing smart city projects.
This structure enables cities toyintegratg administrative routines
with project-spegific innovationspensuring better coordination
across technolggy, infrastructure, and governance initiatives.
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» Organises the —
organisation into
semi-autonomous -
units

E. Divisional Structure

A divisional structure organises the organisation into semi-
autonomous units based on product lines, geographic regions,
or customer groups. Each division operates like a separate
entity with its own objectives, resources, and management
team, although the overarching organisation provides strategic
guidance. This model allows for better focus, accountability,
and quick adaptation to local needs. It is particularly useful for
large organisations offering diverse services across different
regions. A public-sector example is BSNL, which functions
through multiple telecom circles such as Kerala, Karnataka,
and Tamil Nadu. Each circle manages its local operations,
customer service, and network maintenance, while the corporate
headquarters coordinates national-level strategy and policy.

DIVISIONL

ORGANIZATIONL STRUMCTURE

KERALS
TEECOM CIECLE

EARMNAARS TANIL MADY
TELECOM QIRCLE TELECOM CIRCLE

]
i ; i i
Fad
KA E3a EA

STRATEGIC GUICAMCE,

WOCAL CPERATIONS,

NATIONAL POUCY CUSTOMER FOCUS

Fig. 1.2.6 Divisional Organisational Structure of BSNL

> Relies heavily —
on outsourcing,
partnerships, and
digital integration

F. Network Structure

The network structure is a modern organisational form
that relies heavily on outsourcing, partnerships, and digital
integration. Instead of performing all activities internally, the
central organisation coordinates with multiple external agencies,
vendors, and service providers. This structure offers flexibility,
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cost efficiency, and scalability, especially in technology-driven
and service-oriented systems. The Aadhaar ecosystem is a
leading example of a network structure in public administration.
It involves coordination between UIDAI, Registrars, Enrolment
Centres, private agencies, and IT vendors. UIDAI functions as
the central hub, while external partners handle enrolment, data
processing, authentication services, and technological support.
This network-based design enables Aadhaar to operate at a
massive scale, supporting digital governance and public service
delivery across India.

enroLMENT [
CENTRES "y,

'\‘-

UIDAI - CENTRAL
AUTHODRITY

IT YENDORS:
1 VARS,

PRIVATE
AGENCIES

w’ v
B GOVT. SERVICE
PROVIDERS

Central Hub,Node
External Partners
B Connecting Links

Service Delivery/Support
Fig. 1.2.7 Network Organisational Structure — Aadhaar Ecosystem

Case Studies
Case 1: ISRO - Functional + Project Structure

The Indian Space Research Organisation (ISRO) is often cited
in management literature for its effective hybrid organisational
structure, which blends both functional and project-based
elements. ISRO’s various research centres, such as the Vikram
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Sarabhai Space Centre (VSSC), the Liquid Propulsion Systems
Centre (LPSC), and the Space Applications Centre (SAC)—
operate as functional units, specialising in specific domains
like propulsion, satellite systems, or mission integration.
Alongside these permanent functional divisions, ISRO forms
temporary, goal-specific project teams for each mission, such
as Mars Orbiter Mission, Chandrayaan series, and Gaganyaan.
This hybrid structure ensures deep technical expertise while
enabling time-bound coordination across multiple departments.
A striking outcome of this design is the ability to complete
complex missions at remarkably low costs. The Chandrayaan-2
mission, implemented at around X978 crore, was significantly
cheaper than comparable lunar missions by NASA or ESA.
Scholars such as R. Aravamudan in ISRO: A Personal History
note that ISRO’s cooperative culture and flexible organisational
design make it one of the most effieient public-sector science
organisations globally.

Case 2: Delhi Metro — Line & Staff Structure

The Delhi Metro Rail Corporation (DMRC) is a powerful
real-world example of the success of a Line and Staff
organisational structure in/public infrastructure. DMRC used
a strict and disciplined hierarchical line authority, where
de¢ision-making, powers rested with project managers and
senior engineers. At the same time, the organisation engaged
highly specialised staff consultants, such as the Japanese firm
JARTS andrexperienced engineering advisers, who provided
expert guidance on signalling, safety, and civil engineering.
This allowed the line managers to take timely decisions while
relying on sophisticated technical advice. The result was
exceptional: Delhi Metro’s Phase I was completed ahead of
schedule and within expected cost, an achievement rarely seen
in large Indian public works. Management scholars often refer
to E. Sreedharan, the former Managing Director of DMRC, who
emphasised professionalism, punctuality, and decentralised
decision-making elements that strengthened both the line and
staff components of the structure. Today, the Delhi Metro is
studied in public-administration courses as a benchmark for
efficient urban infrastructure management.

Case 3: Amul — Cooperative Organisation (Anand Pattern)

Amul, established in 1946 under the leadership of
Tribhuvandas Patel and later Dr. Varghese Kurien, follows
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summarized Overview

the celebrated Anand Pattern Cooperative Model, which is
frequently discussed in development economics and rural
management texts such as / Too Had a Dream by Dr. Kurien. This
three-tier organisational structure includes village cooperative
societies, district unions, and a state-level federation (GCMMF).
At the village level, farmers collectively own and operate the
cooperative; district unions manage processing plants and
logistics; and the state federation oversees marketing, branding,
and distribution under the Amul label. This structure ensures
democratic participation, transparency, and equitable profit
distribution. The impact has been remarkable: Amul helped lift
over 3.6 million dairy farmers from poverty by ensuring fair
pricing, eliminating middlemen, and building India into the
world’s largest milk producer. Its success is globally recognised,
and the Amul model is taught at'Harvard Business School, the
FAQO, and top public-policy schools as an example of how
organisational design can, transform rutral economies.

Understanding _organisational forms helps  public
administration students analyséshiow government bodies,
cooperatives, NGOs, and private entities operate. The 4P model
highlights the foundations of organisational design. Formal and
informal_structures explain real workplace behaviour, while
ownetship forms“likesSole proprietorship, partnership, and
corporation ififluence regulatory and administrative decisions.
Organisation structure such as line, functional, matrix, network,
determines how efficiently public services are delivered. With
real caseéspsuich as ISRO and Amul, students gain practical
insights into how theoretical frameworks translate into
administrative realities.

/ This unit introduces learners to the fundamental concepts of organisational forms\
and structures, especially within the context of public administration. It explains how
organisations are built upon the 4P Model—Purpose, People, Process, and Physical
Resources, which together determine how institutions function and deliver services. The
unit discusses different types of organisations, including formal and informal systems,
sole proprietorships, partnerships, corporations, and cooperatives, highlighting their
characteristics and relevance in governance and business environments. A significant
focus is placed on organisational structure, describing how authority, responsibility,
and communication are arranged through models such as line, functional, line-and-
staff, matrix, divisional, and network structures. Through public-sector case studies

\such as ISRO, Delhi Metro, and Amul, the unit demonstrates how organisational /
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design influences coordination, efficiency, accountability, and overall performance. By
understanding these concepts, learners gain foundational insight into how governmental
and non-governmental organisations operate and why structure plays a critical role in
ensuring effective administration.

Self-Assessment
/ 1. Explain the 4P Model of organisation with suitable examples from public-sector\
institutions.

2. Compare and contrast formal and informal organisations and discuss their signif-
icance in administrative functioning.

3. Describe the major types of organisational structures andanalyse how each influ-
ences communication and decision-making.

4. Discuss the role of organisational structuf€in,improving accountability and effi-
ciency in government departments.

5. Examine the organisational forms of ISRO, Delhi Metro, and Amul, and explain

\\ how their structures contributéd to theirsuccess. /

Assignments

/ 1. Select a local govemimentidepartment (e.g., Municipality, Police Station) and pre-\
pare an organisational chart showing its hierarchical structure.

2. Conduct a field interview with any small business owner to understand how sole
proprietorship or partnership structures influence daily managerial decisions.

3. Review an organisational workflow (e.g., hospital emergency process or RTI re-
quest processing) and identify how “process” in the 4P Model impacts perfor-
mance.

4. Visit a cooperative society or study one online (e.g., dairy, credit society) and
prepare a short report on how the cooperative structure supports member partic-
ipation.

5. Analyse any public-sector project (e.g., Smart City Mission) and evaluate how
matrix or network structures are used to coordinate multiple stakeholders.

=
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Space for Learner Engagement for Objective Questions

Learners are encouraged to develop objective questions based on the content in the
paragraph as a sign of their comprehension of the content. The Learners may reflect on the
recap bullets and relate their understanding with the narrative in order to frame objective
questions from the given text. The University expects that 1 - 2 questions are developed for
each paragraph. The space given below can be used for listing the questions.
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Key Concepts of
Organisational Behaviour

| Learning Outcomes

After completing this unit, the learners will be able to:

» explain the concepts of hierarchy, decentralisation, and,line-and-staff rela-

tionships in organisational behaviour with appropriate administrative exam-
ples.

* analyse how structural features such as a
and division of responsibilities influgn TS and accountability in
public organisations.

* describe the advantages and

line-and-staff systems in

| Background

Public administration and ogganisational management in India operate within one of
the world’s largest and m@sti€omplex administrative systems, employing over 30 million
personnel across Union, State, and Local Governments. As government responsibilities
continue to expand, ranging from public health and digital governance to infrastructure
and disaster management, the structural design of organisations has become central to
ensuring efficiency, accountability, and responsiveness. Concepts such as hierarchy,
decentralisation, and the line-and-staff system form the core of this structural foundation.
Hierarchy provides a clear chain of command across multiple layers. Decentralisation
empowers over 2.6 lakh Panchayats and 4,700+ urban local bodies to take decisions
closer to citizens, following the 73rd and 74th Constitutional Amendments. Line-and-
staff arrangements allow modern public institutions to combine operational authority
with professional expertise, a necessity in technical domains such as health, transport,
and public finance.
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In the last decade, India’s administrative landscape has undergone a significant
transformation driven by digitalisation, participatory governance, public-sector reforms,
and increasing citizen expectations. Large public organisations like Indian Railways,
which manages operations for over 23 million daily passengers, and national health
institutions such as AIIMS, demonstrate how structural principles directly influence
service quality, coordination, and innovation. Similarly, decentralised systems like
those in Kerala and Tamil Nadu have shown measurable improvements in public health
outcomes, local planning, and crisis management. Understanding the organisational
behaviour behind these structures equips MBA learners to analyse how authority,
expertise, and decision-making are distributed and how effective structural design can
strengthen governance in both public and corporate sectors.

Hierarchy, Decentralisation, Line and Staff, AuthorifyStructure, Public Administration

Organisation ‘Behaviour/(OB) in public administration is
shaped’by fundamentalsStructural principles that determine
how authority flows, how decisions are taken, and how roles
are distribated. |Understanding concepts such as hierarchy,
decentralisations and line-and-staff relationships is essential
because, govetnment institutions, from ministries to district
administrations, operate through large, complex, and
interdépendent systems. These principles influence efficiency,
accountability, communication, and the overall performance
of public organisations. This unit discusses these concepts
in detail, along with Indian public-sector illustrations,
global comparisons, and insights from classical and modern
administrative scholars such as Max Weber, Luther Gulick,
Henri Fayol, Herbert Simon, and Peter Drucker.

1.3.1 Hierarchy

Hierarchy refers to the structured arrangement of positions
in an organisation from highest authority to lowest. Max Weber

» Structured (1947), in The Theory of Social and Economic Organisation,
arrangement of described hierarchy as the backbone of bureaucratic
positions in an = administration, where every office is placed in a clearly defined
organisation order of authority. In simple terms, hierarchy determines “who

reports to whom” and ensures that responsibilities are allocated
in a predictable, orderly manner.
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» Uninterrupted line of
authority

» Every employee
receives instructions
from only one
immediate superior

In public administration, hierarchy is essential because
government organisations must handle large populations,
financial responsibilities, laws, public safety, and essential
services. A hierarchical chain of command reduces ambiguity,
promotes discipline, and creates a stable working environment.

1.3.1.1 Features of Hierarchy

1. Scalar Chain

The scalar chain refers to the uninterrupted line of authority
that runs from the highest level of an organisation to the
lowest. Max Weber, in his classic work The Theory of Social
and Economic Organisation (1947), emphasised that formal
bureaucracies rely on a graded, hierarchy where each level
is clearly linked to the next. Thisychain ensures that orders,
information, and decisions travel® systematically, reducing
confusion and maintainifigdiscipline.

Example: In the Ministty, of HomeAffairs, instructions flow
from the Homg Secretary to, Joint Secretaries, then to Deputy
Secretaries, followed by Under Secretaries, and finally to Section
Officers and clerical staff. During national security reviews, this
structured flow allows_sensitive information to pass securely
through predeéfined levels, ensuring both accountability and
order.

2. Unityofi«Command

Unity of command means that every employee receives
instgtictions from only one immediate superior. Henri Fayol, in
General and Industrial Management (1949), highlighted this
as a fundamental principle because multiple bosses can lead
to conflicting orders and role confusion. A single reporting
line creates clarity, reduces workplace conflict, and ensures
employees understand whose instructions take priority.

Example: In the Indian Police Service, a Sub-Inspector reports
only to the Circle Inspector, not simultaneously to multiple
senior officers. This becomes crucial during daily law-and-
order duties. For instance, in managing crowd control during
festivals because officers must respond quickly without waiting
for directions from multiple sources.

n SGOU - SLM - MA Public Administration - Organizational Behaviour m




» Defined scope -
of power and
responsibility

P Impersonal
relationships

between positions -

based on rules

» Ensure smooth-
functioning

3. Clear Division of Authority

Hierarchy divides authority in such a way that each level has
a defined scope of power and responsibility. Higher officials
typically focus on strategy and policy formulation, middle
managers handle coordination and supervision, and lower-level
staff carry out field-level or operational tasks. This division
prevents overlaps, ensures smooth workflow, and helps in
evaluating performance at each tier.

Example: In Indian Railways, the Railway Board sets national
policies, Divisional Railway Managers supervise operations
within a division, and Station Masters implement tasks such
as train scheduling, passenger management, and safety at the
station level. This structured authority distribution allows
the Railways to operate daily ‘services for over 23 million
passengers efficiently.

4. Formal Relationship

Hierarchy gstablishes™ formal,” impersonal relationships
between positions based on rules, regulations, and written job
descriptions. These relationships are governed by organisational
manuals;conducthrules,4and service guidelines rather than
petsonal prefetences or informal networks. Weber called this
the “imperSonality” of bureaucracy, which helps maintain
fairness and objectivity.

Example:"In the Union Health Ministry, a Senior Medical
Officer interacts with an Under Secretary according to written
procédures regarding public health programmes. Their
cefmmunication, whether about vaccination logistics or disease
surveillance follows formal channels, ensuring transparency
and accountability rather than personal discretion.

5. Specialisation Through Levels

A hierarchical structure enables each level to specialise in
tasks appropriate to its competencies. Senior levels focus on
policy formation, long-term planning, and interdepartmental
coordination. Middle levels specialise in supervision,
troubleshooting, and resource allocation. Lower levels
specialise in executing field tasks and interacting directly with
citizens. This layered specialisation helps large organisations
function smoothly despite complexity.
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» Reduces confusion
and prevents
overlapping duties~

» Supervision becomes
easier when authority
and responsibility are
clearly aligned

Example: During the COVID-19 pandemic, the Ministry of
Health and Family Welfare demonstrated clear level-wise
specialisation:

» The central level formulated national guidelines and coor-
dinated with states.

» The state health directorates supervised hospitals and en-
sured resource distribution.

» The district and PHC levels implemented testing, vaccina-

tion, and community outreach.

This multi-level specialisation contributed significantly
to India's ability to administer ‘@ver 2 billion vaccine doses,
demonstrating the utility of hierarchical functioning in large-
scale public health efforts:

1.3.1.2 Advantagesyof Hiexarchy

1. Clear Reporting Relationships

Hierarchy creates unmistakable reporting lines, helping every
employee understandiwho their superior is and what their own
responsibilities are. This clarity reduces confusion and prevents
ovetlapping duties, especially in large public organisations
where, thousands of employees are involved. Example: In the
Income Tax' Department, an Income Tax Inspector reports to
the Income Tax Officer, who in turn reports to the Assistant
Commissioner. This clean reporting ladder ensures smooth
asseéssment procedures and accountability in tax collections.

2. Ease of Supervision and Control

With a well-defined chain of command, supervisors can
closely monitor the performance of their subordinates. Henri
Fayol emphasised that supervision becomes easier when
authority and responsibility are clearly aligned. Public-sector
organisations with strict hierarchical structures often maintain
better discipline and operational order. Example: State Police
Departments rely heavily on hierarchy for maintaining
discipline. A Superintendent of Police can easily supervise
Circle Inspectors and Sub-Inspectors because the chain of
command is straightforward and respected.
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» Links authority with
responsibility

P Stability to
organisation

» Handle complex

tasks and large &

workforces L &

» Slow down decision-
making

3. Strong Accountability

Hierarchy links authority with responsibility, making it easier
to identify who is accountable for decisions or failures. Each
level of the structure knows what it is answerable for, enabling
better evaluation and performance management. Example: In
district administration, if a welfare pension disbursement is
delayed, responsibility can be traced from the Village Officer
to the Block Development Officer, and ultimately to the District
Collector. This hierarchical accountability system helps
maintain administrative integrity.

4. Predictability and Stability

A hierarchical system is grounded in rules, procedures, and
established routines. This brings, stability to organisational
functioning, which is crucial for ‘public institutions dealing
with essential services<Such as health, policing, sanitation,
and public finance. Example: Municipal Corporations rely on
stable hierarchicalsfoutines for wastedcollection, water supply,
and issuing trade licenses. Predictability in procedures ensures
consistency in service delivery to citizens.

5. Ideal for Large Oxganisations

Large miiistries, PSUs, and public utilities require a structured
framework to handle complex tasks and large workforces.
Hierarehy acts'as an organising mechanism that makes large-
scale coordination possible. Example: Bharat Heavy Electricals
Limited (BHEL) employs over 30,000 people across India. Its
hierarchical structure—from Board of Directors to plant-level
supervisors, helps manage its engineering, manufacturing, and
power-equipment operations efficiently.

13.3 Limitations of Hierarchy

1. Risk of Delay Due to Long Chains of Approval

The presence of many layers in a hierarchy can slow down
decision-making. Files and proposals often pass through
multiple desks before approval, increasing administrative delay,
sometimes referred to as “red tape.” Example: In public works
departments, procurement approvals for projects may move
from the Executive Engineer to the Superintending Engineer,
then to the Chief Engineer, and finally to the department
secretary, delaying project execution by weeks or months.
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» Distortion in
communication

» Slow to adapt to new
ideas or technologies

» Reduces horizontal

communication

2. Possibility of Communication Distortion (“Upward Fil-
tering”)

Information travelling upward through many levels can get
filtered, softened, or altered intentionally or unintentionally.
Herbert Simon noted that bureaucratic communication is
prone to distortion as subordinates often relay information
that they believe superiors want to hear. Example: In disaster
management, field staff might under-report flood damage to
avoid criticism, causing higher authorities to make flawed
resource-allocation decisions. Such filtered communication
weakens crisis response.

3. Can Lead to Rigidity and Resistance to Innovation

Hierarchical organisations rely, heavily on rules, which
can make them slow to adapt to new ideas or technologies.
Employees at lower lev@ls may hesitate to innovate because
decision-making is concentrated at the top. Example: Prior
to the Digital India réforms, many government departments
found it difficult to shift from manual files to e-office systems
because hierarchical inertia made officials comfortable with
traditional paperwork. Thig resistance slowed administrative
modernisafion.

4./ Fewer Opportunities for Collaboration Across Units

Hierarchy ténds to create silos, with employees interacting
mostly within their own departments or levels. This reduces
horizontal communication and makes cross-functional
collaboration difficult. Example: Before the introduction of
inteégrated command-and-control centres under the Smart
Cities Mission, departments such as traffic police, municipal
health, and public works often worked independently, resulting
in duplication of efforts and a lack of coordination during
emergencies or city management tasks.

Case Study: Indian Railways — Hierarchical Efficiency

Indian Railways (IR) is one of the world’s largest public-
sector organisations, operating a network that spans over 68,000
route kilometres, transporting nearly 23 million passengers
and more than 1.1 billion tonnes of freight annually (Indian
Railways Annual Report, 2023). Managing such an extensive
system requires a robust hierarchical structure that clearly
defines authority, responsibility, and communication channels.
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Over the years, Indian Railways has relied on a structured
chain to maintain order, ensure punctuality, and uphold safety
standards across the country. The following is the hierarchy of
the Indian Railway.

Ft""-l | II..Il"lra"_I‘I'
Board

Divizions

Fig. 1.3.1 Hierar¢hy of Indian Railway
Railway Board at the Apex

Atfthe top sits thegRailway Board, now integrated into the
Ministry of Railways as per the 2021 restructuring. It sets
national policies, allocates budgets, approves projects, and
ensutes safety €ompliance across the network. The Chairman
and seniormémbers oversee technical domains such as traction,
traffiec, infrastructure, signalling, and finance. Their decisions
influence the functioning of all zones, ensuring a unified
dire€tion for the entire railway system.

Zonal Administration: Bridging National and Regional
Needs

Indian Railways is divided into 18 zones, each headed
by a General Manager (GM). Zones like Northern Railway,
Southern Railway, and Eastern Railway manage operations
across large geographical territories. Zonal offices implement
policies issued by the Railway Board, coordinate inter-state
train services, and ensure the functioning of core departments
such as engineering, mechanical, electrical, signal & telecom,
and commercial operations. Example: The South Western
Railway Zone, headquartered at Hubballi, has used zonal-level
coordination to successfully implement the “Zero Accident
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Mission” through real-time monitoring of track maintenance
and strict enforcement of operational protocols.

Divisions: The Operational Backbone

Eachzoneis further divided into 68 divisions, led by Divisional
Railway Managers (DRMs). Divisions are responsible for day-
to-day operations such as train scheduling, crew management,
rolling-stock maintenance, and station-level supervision. They
also respond quickly to disruptions such as track failures,
power breakdowns, or passenger emergencies. Example:
During Cyclone Fani (2019), the Khurda Road Division of East
Coast Railway demonstrated efficient hierarchical coordination
by suspending vulnerable services, evacuating coaches, and
restoring tracks within 48 houts—minimising disruption to
millions of passengers.

Stations: Frontline Implementation

At the base of the hierarchyypare’station-level authorities,
including Station Masters,, Deputy Station Masters, and
station staff. | They manage crowd movement, signalling
operations, seecurity coofdination, and customer-service
tasksa'The station nlevel 1s where policies and procedures
degigned atd higher levels are translated into action.
Example: At major junctions such as New Delhi, Chennai
Central, and Howrah, station staff coordinate with divisional
control reems$ to ensure punctual departures, crowd safety on
platferms, and timely maintenance of signalling systems.

Impact of Hierarchy on Efficiency and Safety

1. Improved Punctuality

A CAG Performance Audit (2022) noted that zones with
stronger internal monitoring systems and direct hierarchical
supervision achieved better average punctuality scores. Clear
reporting relationships between DRMs, control rooms, and
stationmasters reduced delays associated with crew changes,
platform allocation, and rake management.

2. Enhanced Safety Practices

Safety in railways depends heavily on strict compliance with
rules. IR’s hierarchical discipline, particularly in departments
like Civil Engineering and Signal & Telecom, has helped
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» Number of
subordinates directly
supervised by one -
manager

reduce track defects and signal failures. Between 2010 and
2022, India witnessed a 70% reduction in consequential train
accidents, attributed largely to hierarchical enforcement of
safety protocols (Railway Safety Review Committee Reports).

3. Better Crisis Response

Hierarchy enables coordinated and rapid response during
accidents, floods, or natural disasters. Example: Following the
Balasore Train Accident (2023), the Railway Board, East Coast
Zone, and Cuttack Division acted quickly to mobilise rescue
teams, restore tracks within 51 hours, and resume operations,
an achievement praised nationally.

4. Operational Consistency A¢ross India

Despite diverse terrain, weather ‘conditions, and passenger
volumes, the hierarchical procedure ensures consistent
application of rules across zones. This uniformity helps maintain
fairness, safety, afid reliability; regardless of whether the train
runs through agemote village station or a metropolitan hub.

Conclusion

The IndianRailways case demonstrates that hierarchy, when
combined 4vith professional specialisation and accountability
mechanisms, bécomes a powerful tool for managing large
public organisations. The structured chain of command allows
IRmto coordinate thousands of trains daily, maintain high
safety standards, and respond swiftly to disruptions. As India
moyes toward modernisation through initiatives like Kavach
signalling technology, station redevelopment, and high-speed
rail, the hierarchical framework continues to provide stability
and direction to the world’s fourth-largest railway system.

1.3.2 Span of Gontrol

Span of control refers to the number of subordinates directly
supervised by one manager. It is a crucial element in determining
the shape of the organisational hierarchy. Depending on whether
the span is narrow or wide, an organisation may develop a tall
hierarchy or a flat hierarchy, each having distinct managerial
and mathematical implications.
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» A manager
supervises only a few
subordinates

P> A manager
supervises a
large number of
subordinates

1.3.2.1 Narrow Span of Control (Tall Hierarchy)

A narrow span of control exists when a manager supervises
only a few subordinates, typically 3—6 employees. This structure
results in a tall hierarchy with many levels of management.

Managerial Implications

i.  Managers can exercise close supervision and tight con-
trol, which is useful when tasks are complex or employ-
ees are inexperienced.

ii.  Decision-making tends to be slower due to multiple lev-
els of authority.

iii. Communication may get distorted as messages pass
through many layers.

Mathematical Implication

For examplesif each manager supervises 4 subordinates, an
organisation with 256 employees would require 4 hierarchical
levels (4 x 4 %4 x 4 = 256). As the number of employees
increases;yithe number ofdnanagerial layers increases rapidly,
leading to higher administrative costs.

Suitable for:

i. Defence services
it | Traditional manufacturing units

fit. Organisations requiring strict discipline and control

1.3.2.2 Wide Span of Control (Flat Hierarchy)

A wide span of control exists when a manager supervises
a large number of subordinates, often 10-20 employees. This
results in a flat hierarchy with fewer managerial levels.

Managerial Implications

1. Encourages employee autonomy and empowerment.

ii. Faster communication and quicker decision-making
due to fewer levels.

1ii. Managers must rely more on delegation and self-man-
agement by employees.
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Mathematical Implication

If a manager supervises 16 subordinates, the same
organisation with 256 employees can function with just 2
hierarchical levels (16 x 16 = 256). This significantly reduces
the number of managers required, lowering overhead costs.

Suitable for:

i.  IT firms and startups
ii. Knowledge-based and creative industries

iii.  Organisations using technology and teamwork

1.3.2.3 Comparison of Naprow and Wide Span of
Control

Table 1.3.1 Comparison of Narrow and Wide Span of

Control
Basis Narrow Span Wide Span (Flat
(Tall Hierarchy) Hierarchy)

Numberof
subordinates Eew (3-6) Many (10-20)
Hierarchical levels More Fewer

.. . General and
Supervision Close and direct delegated
Cemmunication Slower Faster
Cosgpf High Lower
management
Employee Low High
autonomy

There is no universally ideal span of control. The appropriate
span depends on factors such as nature of work, employee
competence, use of technology, and management philosophy.
Modern organisations increasingly prefer wider spans and
flatter structures to improve efficiency and flexibility, while
traditional organisations continue to rely on narrow spans for
control and discipline.

1.3.3 Decentralisation

Decentralisation refers to the transfer of authority,
responsibility, and resources from higher levels of government

m
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» Transfer of authority,
responsibility, and
resources from
higher levels of
government or
management to
lower levels

\_

» Transferring
authority to elected
local governments -
so that citizens and
their representatives
participate directly in
decision-making

B

f

or management to lower levels. According to Pradeep K.
Sharma (2010), it is a democratic tool that brings decision-
making closer to the people and improves responsiveness in
administration. In organisational behaviour, decentralisation
allows lower-level employees or units to make decisions on
issues within their competence. In government, it empowers
local bodies such as Panchayats, Municipalities, and District
Administrations.

Example: Kerala’s Decentralised Planning

Kerala’s People’s Plan Campaign (1996) is a famous example
of decentralisation in practice.

» About 35-40% of state plan‘funds were transferred to local
bodies.

» Gram Panchayats were empowered to plan and implement
their own development projects.

» Citizens took part in local budgeting and prioritising needs.

As a result, Kerala saw improvements in public health, local
infrastructure, and Community participation, making it a model
of democratie‘decentralisation globally.

Decentralisation shifts authority from the top levels of
government 0 the grassroots, allowing quicker decisions, local
imnovation, and greater participation. Through this structure,
illustrated as a tree spreading decision-making to its branches,
governance becomes more responsive, efficient, and people-
céntered.

1.3.3.1 Forms of Decentralisation

1. Political Decentralisation

Political decentralisation involves transferring authority to
electedlocalgovernmentssothatcitizensandtheirrepresentatives
participate directly in decision-making. In India, the 73rd and
74th  Constitutional Amendments (1992) institutionalised
Panchayats and Municipalities as units of self-governance with
constitutional status. This form of decentralisation strengthens
local democracy by giving citizens the power to elect leaders
who plan and implement development programmes. Example:
Kerala’s Panchayati Raj system, supported by Gram Sabhas
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and ward committees, empowers citizens to influence local
planning and budgeting, making grassroots democracy more
vibrant.

2. Administrative Decentralisation

Administrative  decentralisation involves distributing
administrative responsibilities to field offices, district
administrations, block-level units, and local authorities. It
includes deconcentration (shifting workload to lower offices)
and delegation (granting decision-making powers to subordinate
authorities). This improves operational efficiency because
decisions can be taken closer to where services are delivered.
Example: District Collectors in India have independent authority
over disaster management, health coordination, and land
administration, demonstrating administrative decentralisation
within the state government machinery:

3. Fiscal Decentralisation

Fiscal decentralisation gives local governments the financial
resources and authority required to perform their functions
effectively. This may include tax-sharing arrangements, grants-
in-aid§ local revenuegymobilisation, and budgeting powers for
municipal bodies and panchayats. The 14th and 15th Finance
Commissions emphasised greater fiscal transfers to local bodies
to sttengthen grassroots governance. Example: Under the 15th
Finaneex€Commission (2021-26), local bodies in India received
enhanced tied and untied grants for water supply, sanitation,
and public health, allowing Gram Panchayats to undertake local
inftastructure projects independently.

4. Market Decentralisation

Market decentralisation occurs when governments use
outsourcing, public—private partnerships (PPPs), or contracting
arrangements to provide public services. Instead of performing
every function internally, governments collaborate with private
firms, NGOs, or cooperatives to increase efficiency, reduce
costs, and improve innovation. This approach reflects New
Public Management principles that encourage flexibility and
competition in public service delivery. Example: The Delhi
Metro Rail Corporation (DMRC) uses PPP models for station
management, facility services, and feeder bus operations,
demonstrating how private participation can complement
public-sector expertise.
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1.3.3.2 Advantages of Decentralisation

1. Faster Decision-Making

When authority is delegated to lower levels, decisions can
be made quickly without waiting for approvals from distant
higher offices. This is especially useful for time-sensitive issues
such as repairing local infrastructure, managing school needs,
or responding to public health concerns. Example: During the
COVID-19 pandemic, district administrations in Tamil Nadu
and Karnataka acted rapidly to establish containment zones and
local health facilities because they had decentralised operational
powers.

2. Better Knowledge of Local Needs

Local governments have a “closer understanding of
community-specific iss@ies, cultural practices, and socio-
economic conditions. This‘allows them to design projects that
are more relevantrand effective, forstheir citizens. Example:
In Rajasthan,/many Gram Panchayats prioritised water
conservation [structures under MGNREGA because they
understood local scarcity conditions better than distant state
authorities:

3./ Enhanced Citizen Participation

Decentralisation brings government closer to the people,
enabling citizens to participate through Gram Sabhas,
ward committees, and community-based monitoring. Such
parti€ipation increases transparency and strengthens democratic
aecountability. Example: Kerala’s Gram Sabhas actively engage
citizens in deciding local development priorities, leading to
high levels of public trust in local governance.

4. Innovation at the Grassroots

Local leaders often experiment with new ideas suited to
their region, fostering innovation in service delivery, resource
management, and community mobilisation. Decentralisation
gives them the flexibility to adapt strategies independently.
Example: Sikkim’s Panchayats initiated local organic farming
policies well before the state adopted organic agriculture as
a statewide mission, showing how grassroots decisions can
influence larger policy frameworks.
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5. Reduced Pressure on Top Management

When local units handle routine service delivery, state
and central levels can focus on policy formulation, major
infrastructure, and national priorities. This division of
responsibilities improves overall administrative effectiveness.
Example: Local bodies managing sanitation, waste collection,
and street lighting free state governments to focus on broader
issues like industrial development, energy policy, and interstate
coordination.

6. Improved Accountability and Service Delivery

Since citizens interact directly with local authorities,
service providers become more accountable for performance.
Decentralised monitoring reddees corruption, increases
responsiveness, and ensures timely service delivery. Example:
Karnataka’s decentraliséd, school management committees
monitor teacher attendancenand mid-day meals, leading to
improvements in stadeftretention and basic education quality.

1.3.3.3 Challenges of Decentralisation

1. Insufficient Capacity.at Lower Levels

Many lecal' governments lack skilled staff, technical
expertise, or adequate infrastructure to manage devolved
responsibilities effectively. Capacity constraints lead to delays,
inefficiencies, and dependence on higher authorities. Example:
Several Gram Panchayats in Bihar and Jharkhand struggle
with/limited technical expertise to implement water supply or
samitation projects, leading to uneven service delivery.

2. Risk of Local Elite Capture

Decentralisation can sometimes empower dominant groups
at the local level, wealthy families, caste elites, or political
networks who may misuse power for personal gain. This
undermines democratic participation and equitable distribution
of resources. Example: Studies in Rajasthan and Uttar
Pradesh have shown that in some villages, sarpanch positions
are informally controlled by local elites, limiting genuine
participation of marginalised groups.
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3. Lack of Financial Autonomy

Many Panchayats and Municipalities depend heavily on
state grants because their own revenue sources are limited or
poorly managed. Without adequate funds, local governments
cannot plan or execute essential services effectively. Example:
Urban local bodies in states like Assam and Odisha face revenue
shortages due to low property tax collection, affecting municipal
services such as drainage maintenance and waste management.

4. Uneven Performance Across Regions

Decentralisation produces highly varied results depending on
state capacity, political commitment, and administrative culture.
Some states develop strong, empowered local institutions, while
others devolve powers only on‘paper. Example: Kerala and
Karnataka show strong decentralisedigovernance, while many
North Indian states stilymaintain centralised administrative
control, leading to wide" disparities /in local development
outcomes.

5. Coordination Challenges with Higher Authorities

Decentralised units must still interact with state departments,
ling/ministriesgand central schemes. Poor coordination can lead
to/ duplication, ‘delays, or conflicting instructions. Example:
Implementation/of national housing schemes such as PMAY-G
often faces delays because state and district authorities do not
syanchronise beneficiary lists, technical approvals, and fund
releases.

Example: Panchayati Raj System

The 73rd Constitutional Amendment (1993) institutionalised

decentralisation in India. Today:

» Over 2.6 lakh Panchayats operate across India.

» More than 31 lakh elected representatives, including 14
lakh women (MoPR, 2023).

» Panchayats receive funds through State Finance Commis-
sions and Central schemes such as MGNREGA, PMAY-G,
and NRLM.
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Panchayats handle local issues such as sanitation, drinking
water, rural roads, health outreach, and agricultural development.
Kerala’s decentralised planning (People’s Plan Campaign, 1996)
is a landmark example, allocating 35-40% of state plan funds to
local bodies for preparing grassroots development plans.

Case Study: Decentralised Public Health in Tamil Nadu

Tamil Nadu has long been recognised as one of India’s most
effective states in public health governance, largely because of
its strongly decentralised administrative structure. The state
operates through a three-tier health system, Primary Health
Centres (PHCs), Health Sub-Centres, and District Hospitals
supported by district-level health committees and empowered
local bodies. Tamil Nadu’s approach reflects the principles
emphasised by the National Health Mission (NHM) and is
consistent with public administration xesearch that highlights
decentralisation as a driver of respomsive service delivery.
Over several decades, Tamil\Nadu has decentralised staffing
decisions, procurément of essentiaksupplies, and health-service
planning to district and block levels, allowing frontline units to
operate with autonomy.

District-Level Health€€ommittees: The Core of Decentralised
Governance

Each districtdn Tamil Nadu has a functioning District Health
Society (DHS), chaired by the District Collector and comprising
health officials, local-body representatives, and medical
administrators. These bodies take decisions on local staffing
needs, fund allocation, and public health interventions without
waiting for state-level approvals. Block-level committees
further decentralise responsibilities by overseeing PHCs and
community health programmes. This multi-layered system
ensures that health services respond directly to the needs of each
locality rather than applying a uniform statewide approach.

Rapid Pandemic Response: Local Empowerment in Action

When COVID-19 struck in early 2020, Tamil Nadu’s
decentralised system allowed the state to respond faster than
many others. District Collectors were authorised to establish
local triage centres to screen symptomatic patients, reducing the
burden on tertiary hospitals. Local health teams partnered with
municipal bodies to initiate door-to-door fever surveillance,
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especially in high-risk zones. District administrations set up
mobile testing units, a model later replicated in other states
to reach rural and semi-urban regions. Chennai Corporation,
under its "Fever Surveillance Camps", conducted thousands
of daily tests through localised clusters. This grassroots-level
intervention was possible because local bodies had the authority
to deploy resources, procure protective equipment, and mobilise
community volunteers without heavy bureaucratic delay.

Community-Level Outreach and Contact Tracing

Tamil Nadu strengthened decentralisation by empowering
village health nurses, ASHA workers, and urban health
volunteers to undertake contact tracing, symptom
surveillance, and awareness geampaigns. These workers,
familiar with local communities, could identify at-risk
individuals more accurately tham, state-level officials.
Example: In districts like, Madurai and Coimbatore, local
village nurses conducted household svisits and coordinated
isolation measure$, contributing significantly to early detection.
This community-driven model became one of Tamil Nadu’s
strengths, admired by national health experts.

Impact on Health Outcomes

According to) the National Health Mission (2021), Tamil
Nadw’s decentralised decision-making contributed to a
COVID=l9g€ase fatality rate significantly lower than the
national average, a testament to the effectiveness of local-level
autonomy in public health emergencies. The state’s PHC network
remained functional during the pandemic, delivering maternal
health services and immunisation through decentralised micro-
planning. District-level autonomy also helped hospitals manage
oxygen supplies, bed allocation, and resource distribution more
efficiently than centralised systems would allow.

Why Tamil Nadu’s Decentralised Model Worked

» Local autonomy enabled rapid crisis management.
Strong district leadership, especially empowered Collec-
tors, facilitated daily coordination between departments.

» Integration of municipal bodies and rural panchayats en-

sured continuous monitoring.
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» Community health workers were utilised intelligently for
ground-level outreach.
» Continuous state support and capacity-building ensured that

decentralised units had adequate resources.
Conclusion

Tamil Nadu’s decentralised health administration
demonstrates how a well-designed distribution of authority
can strengthen public health systems. The COVID-19 response
showed that when decision-making power is closer to the
people, governments can react swiftly, communicate effectively,
and save lives. The Tamil Nadu experience aligns with broader
academic literature, including works by M. Ravichandran and
K. R. Thankappan, which argues that decentralised governance
improves health outcomes by enhancing local accountability
and responsiveness. This ¢ase stands as\a model for other states
seeking to build resilient, citizen-centri¢ health systems.

1.3.4 Line and Staff

The line and, staff comeept explains how organisations
balanée direct authorityawith specialised expertise. In classical
administratiy€ theory, particularly in the writings of Luther
Gulick an@ Lyndall Urwick, the distinction between line
and staff is essential for understanding how modern public
organisations’ function efficiently. Gulick’s well-known
POSDCORB model (Planning, Organising, Staffing, Directing,
Coordinating, Reporting, Budgeting) emphasised that while line
managers hold operational authority, they rely heavily on staff
specialists for technical, advisory, and analytical support. This
combination ensures that decisions are both administratively
sound and professionally informed.

Line Authority: Line authority refers to the direct chain
of command running through an organisation, the people who
make decisions and ensure that work gets done. Line managers
are responsible for achieving organisational goals, maintaining
discipline, and guiding the daily operations of their units.
Example: In a district administration, the District Collector
exercises line authority over revenue officers, tahsildars,
and village administrative officers while implementing land
reforms, disaster management, or election procedures. Their
decisions are binding on subordinates because they sit directly
in the hierarchical chain of authority.
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Staff Authority: Staff authority is advisory or technical
in nature, helping line managers perform their duties more
effectively. Staff units do not issue direct orders to operational
employees but provide specialised input such as planning,
research, legal advice, financial analysis, I'T support, or personnel
management. Example: In the same district administration, the
District Statistical Officer, IT Cell, or Legal Officer serve as a
staff unit. They analyse data, offer expert guidance, and draft
reports that help the Collector make informed decisions, but
they do not command revenue inspectors or field staff.

Modern public administration is too complex to rely solely
on hierarchical authority. The diversity of government tasks,
ranging from public health and transport to digital services
and environmental regulation,frequires a mix of authority
and expertise. Line executives ensure discipline, direction,
and implementation, while staff speeialists ensure technical
accuracy and policy coherence. This dual structure prevents
overburdening line_officers hand promotes evidence-based
decision-makings

During the, COVID-19 pandemic, district health officers
(line) handled immediate actions like containment and hospital
coordination, whilevepidemiologists and data experts (staff)
generated infection forecasts and protocol guidelines. The
synergy efsured an effective public response. The line and
staff \concept rémains fundamental to public administration,
especiallygifi large and complex systems. Gulick’s insight
that operational authority must be supported by expert advice
continues to guide modern governance. Whether in ministries,
public-sector undertakings, police departments, or district
administrations, the combination of line authority and staff
expertise helps governments deliver efficient, accountable, and
technically sound public services.

1.3.4.1 Characteristics of Line and Staff Officials
A. Line Officials

1. Hold Formal Authority

Line officials occupy positions within the direct chain of
command and therefore exercise formal, legally recognised
authority over subordinates. Their power is derived from statutes,
organisational rules, and administrative hierarchy, giving them
the right to issue orders and enforce compliance. Classical

SGOU - SLM - MA Public Administration - Organizational Behaviour m




» Characteristics-of
Line Officials

theorists like Max Weber emphasised this form of rational-legal
authority as the foundation of modern bureaucracy. Example:
A District Collector holds statutory authority under the CrPC,
Land Revenue Code, and various state acts to issue binding
administrative orders.

2. Responsible for Achieving Organisational Goals

Line officials are accountable for the core tasks of the
organisation, whether maintaining law and order, ensuring
public service delivery, or implementing government schemes.
They translate organisational objectives into operational
actions and supervise their execution in the field. Their
performance directly affects outcomes, hence they carry higher
responsibility and visibility within the system. Example: A
Police Superintendent (SP) is responsible for crime control,
public safety, and maintaining law andierder within the district.

3. Directly Superyvise.Subordinates

Line officials maintain ‘day-to-day oversight of employees
working undet them, ensuring that instructions are implemented
correctly and ‘efficiently. They conduct inspections, allocate
workgevaluate performanée, and initiate disciplinary action when
required. This direct supervision helps maintain organisational
discipline “@nd operational continuity. Example: A Hospital
SuperintendentSupervises doctors, nurses, administrative staff,
and watd,units to ensure the smooth functioning of a district
hospital.

4. Examples of Line Officials

Line positions are visible in every branch of public
administration, like revenue, police, health, municipal
governance, and public-sector enterprises. These officials
manage the operating core of the organisation and are
responsible for service delivery. They deal with citizens,
resolve disputes, and coordinate multiple field units. Example:
District Collectors, Police Superintendents, and Hospital
Superintendents are classic line officials who exercise direct
authority over their departments.
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B. Staff Officials

1. Provide Expert Inputs

Staff officials offer specialised knowledge that helps in
planning, policy-making, and technical problem-solving. Their
expertise supports complex decision-making, especially in
areas requiring scientific, legal, or technical competence. They
do not command subordinates directly but influence decisions
through their professional insights. Example: A legal advisor
in a ministry interprets laws and rules for senior officers,
ensuring that decisions comply with constitutional and statutory
requirements.

2. Conduct Research, Analysis; and Technical Advice

Staff units undertake studies, prepare analytical reports,
collect data, and identifyfalternative solutions to administrative
problems. They help organisations 'adopt evidence-based
strategies rather thafn'felying selely on experience or routine
practice. Theirfresearch “strengthens policy formulation and
long-term planning. Example: An economic adviser in the
Finance Ministry analyses budget proposals, assesses financial
risks, and'providesiforecasts that guide national fiscal policy.

3.[Facilitate Decision-Making

Although staff officials do not have command authority, their
contributions shape the quality and effectiveness of decisions
made by line executives. They clarify issues, evaluate options,
and ensure that technical aspects are fully understood before
action is taken. This support reduces errors and improves
administrative efficiency. Example: Engineers in the Public
Works Department prepare feasibility studies and technical
estimates, enabling senior line officials to approve projects
confidently.

> Characteristics.o_ﬁ-
Staff Officials— \Guatl

4. Staff Roles and Responsibilities

Staff roles are found across government, including audit
departments, planning cells, IT units, scientific advisory boards,
legal wings, and research divisions. They support various
ministries and field offices by offering specialised services
that generalist administrators may not possess. Their presence
ensures a balance between authority and technical expertise.
Example: Auditors in the Comptroller and Auditor General’s
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(CAQG) office, IT specialists in e-governance projects, and
engineers in municipal corporations are key staff officials who
strengthen administrative outcomes.

1.3.4.2 Advantages of the Line and Staff System
1. Enhances Quality of Decision-Making

The combination of authoritative line officials and
knowledgeable staff experts results in more balanced,
well-informed decisions. Line managers bring operational
experience, while staff specialists contribute analytical insights,
ensuring decisions are both practical and technically sound.
This synergy is especially valuable in areas such as disaster
management, budgeting, and public project planning. Example:
During the rollout of the Goods‘and Services Tax (GST), line
administrators relied heavily on staff economists, IT experts,
and legal specialists to refine implementation.

2. Provides Professional Expertise

Staff officials supply “the specialised knowledge that
generalist administrators may not possess, such as engineering
skills, financiali modelling; legal interpretation, or scientific
analysts. Their,expertisé helps organisations deal with complex
and technical 1ssues that require precision. This reduces errors
and strengthens /the scientific and professional base of public
poliey. Examplé: In municipal corporations, engineers and town
planners iguide line officials on urban infrastructure design,
zoning regulations, and environmental impact assessments.

3. Enables Line Officers to Focus on Core Functions

By delegating research, analysis, and technical evaluations
to staff units, line officials can concentrate on leadership,
supervision, and operational execution. This division of labour
prevents managerial overload and increases administrative
efficiency. It also ensures that routine or specialised tasks do
not divert line officials from their primary responsibilities.
Example: In a district administration, the Collector can focus
on coordination and governance while relying on staff officers
for tasks like statistical analysis, I'T support, and legal vetting.

4. Encourages Innovation and Problem-Solving

Staff specialists often bring fresh perspectives and up-to-
date professional knowledge, helping organisations innovate

o
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and adopt new approaches. Their technical background allows
them to experiment with new systems, tools, or methods that
enhance organisational performance. This promotes continuous
improvementand modernisation. Example: Inpublic-sectorunits
like NTPC or ONGC, R&D staff teams develop innovations in
energy efficiency and environmental management that support
frontline operational units.

5. Supports Large, Technical Organisations Such as
Ministries and PSUs

Complex organisations with wide-ranging functions need
both direct authority and specialised competence. Line—staff
structures make it possible to manage vast systems by distributing
operational control and expert adwice across multiple units. This
creates a balanced organisational setup suited for ministries,
departments, and public enterprises idealing with technical
tasks. Example: Indian Railways functions smoothly because
line authorities manage operations while staff units like the
Railway Designand Standards Organisation (RDSO) provide
technical reseatch and engineering expertise.

1.3.4.3 Limitations of the Line and Staff System

1. [Risk of Conflict Between Line and Staff (Role Confusion)

Differences in roles and authority may lead to friction,
especially _when staff specialists suggest changes that line
managers are reluctant to implement. Confusion about “who
decides” and “who advises” can create tension and slow
down work processes. Without clear guidelines, staff may
feel overstepping is possible, while line managers may feel
undermined. Example: In some ministries, planning units and
operational wings occasionally clash over policy priorities and
implementation strategies.

2. Staff May Feel Undervalued; Line Managers May Re-
sist External Advice

Staff officials, despite their expertise, may feel that their
contributions are not adequately recognised because they lack
direct authority. Conversely, line managers may undervalue staff
recommendations, especially if they believe that specialists do
not fully understand ground realities. This psychological barrier
can weaken cooperation and reduce the usefulness of technical
advice. Example: Engineers in urban local bodies sometimes

SGOU - SLM - MA Public Administration - Organizational Behaviour m




< » [ imitations

;

» Managing conflicts

find their technical suggestions ignored by senior administrative
officers, resulting in poorly designed infrastructure projects.

3. Decision Delays if Coordination Is Poor

The system requires effective coordination between line
and staff units; otherwise, decision-making becomes slow and
fragmented. Multiple layers of consultation, file movement, and
vetting may lead to unnecessary delays. When communication
channels are weak, even routine approvals can get stuck
between advisory and operational offices. Example: In public-
sector undertakings, project proposals often slow down when
finance, legal, and technical wings do not synchronise their
reviews with operational units.

1.3.4.4 Managing Line—Staff:Conflicts

Line—staff conflicts cofamonly arise'due to unclear authority
relationships, role overlap,hand differences in perspectives
between line managers, who, are( responsible for core
operational decistons, and staff specialists, who provide expert
advice. Effective management of these conflicts begins with
clearly defining roles, responsibilities, and limits of authority
so thatsstaff persennel wnderstand their advisory role and
lingfmanagersdretain final decision-making power. Open and
continuousgdecommunication helps build mutual respect and
reduces misunderstandings. Training programmes that promote
inter-departmental collaboration and awareness of each other’s
functions also minimise friction. Finally, top management
should act as a mediator when conflicts arise, ensuring that
expett advice is considered without undermining line authority,
théreby maintaining organisational harmony and efficiency.

Case Study: Delhi Metro Rail Corporation (DMRC)

The Delhi Metro Rail Corporation (DMRC) is widely
regarded as one of India’s most successful public-sector
organisations, and much of'its efficiency is attributed to its well-
designed line-and-staff organisational structure. In DMRC, the
line authorities, including Project Directors, Chief Engineers,
and Operations Heads, form the core command responsible
for planning, construction, and daily operations. They hold
decision-making power and shoulder responsibility for project
execution, safety, and service delivery.

@ SGOU - SLM - MA Public Administration - Organizational Behaviour




Supporting these line officers are highly specialised staff
units, such as international consultants (notably JARTS — Japan
Rail Technical Service), signalling and telecommunications
experts, safety and quality auditors, and administrative analysts.
These staff teams do not directly implement projects but provide
expert advice, data-driven insights, and technical guidance. For
instance, JARTS provided critical guidance on rolling stock
procurement, track alignment, and electric traction systems
under the Japan International Cooperation Agency (JICA)-
funded phases of the project.

This organisational combination significantly contributed to
DMRC completing Phase I ahead of schedule—a rarity in large
Indian infrastructure projects known for delays. Staff specialists
aided line managers in adoptingé@dvanced technologies such as
Communication-Based Train Contrel (CBTC), automated fare
collection, and world-class safety pragtices. At the same time,
the strong command chainensured fast decision-making, limited
bureaucratic delays, and smooth on-ground coordination.

Former Managing Ditector E. Sreedharan repeatedly
emphasised that DMRC’s structural discipline enabled
“technical decisions to be taken correctly and timely,” as
staff dexperts ensurédpaccuracy while line officers ensured
accountability, The synergy also supported DMRC in achieving
international benchmarks: punctuality above 99%, minimal
construction acéidents, and rapid expansion across NCR.

Overall, DMRC'’s line-and-staff model demonstrates how
professional expertise combined with clear authority lines can
dramatically enhance efficiency, quality, and public service
delivery in large-scale infrastructure organisations.

Case Study 2: AIIMS — Health Administration

The All India Institute of Medical Sciences (AIIMS),
New Delhi, is India’s premier medical institution, known
for its complex administrative structure that blends line
management with staff specialisation to deliver high-quality
healthcare. At AIIMS, line officers include the Director,
medical superintendents, additional medical superintendents,
and heads of clinical departments. These leaders manage
hospital operations, patient flow, emergency response,
academic activities, and personnel allocation. They serve as the
organisational backbone responsible for implementing policies
and ensuring continuity of care.
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Parallel to the line hierarchy are the staff specialists like
biomedical engineers, health economists, IT professionals,
biostatisticians, infection-control experts, and quality assurance
teams. These units provide crucial analytical, technical, and
advisory support. For example, biomedical engineers ensure the
maintenance and calibration of ventilators, imaging systems,
and high-end diagnostic equipment. Health economists
contribute to cost-effectiveness studies that influence hospital
procurement and budgeting decisions, while IT teams maintain
electronic health records and telemedicine platforms.

During the COVID-19 pandemic, the effectiveness of this
structure became highly visible. The line management at
AIIMS had to rapidly scale up isolation wards, ICU beds, and
emergency services. Howevergithe technical input required
for such expansion came from staff experts. Biomedical
engineering teams ensured oxygen manifold optimisation,
installation of high-flow" oxygen devices, and uninterrupted
functioning of ventilators. “Data analytics teams developed
dashboards to track bed availability; case trends, and clinical
outcomes. IT Specialists supported tele-consultation systems,
reducing overcrowding and ensuring continuity of care for non-
COVID patients.

According’ to, the AIIMS Annual Report (2021), this
coordinated effort led to a significant increase in ICU capacity,
faster, treatment turnaround times, and improved patient triage
efficiencymStaft specialists enabled evidence-based decision-
making, while line officers ensured rapid execution. This
integrated structure proved essential for crisis management
anddhighlights how modern healthcare institutions rely on both
administrative authority and specialised technical expertise to
function effectively.

Hierarchy, decentralisation, and line-and-staff systems form
the core of organisational behaviour in public administration.
Hierarchy creates order and accountability; decentralisation
enables faster, locally informed decisions; and line-and-
staff relationships bring together authority with professional
expertise. Understanding these principles equips students to
analyse real-world administrative structures and to assess how
public-sector organisations can be strengthened to deliver
services more effectively.
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This unit explores three foundational structural concepts that shape organisational
behaviour in public administration—hierarchy, decentralisation, and the line-and-staff
system. It explains how hierarchy establishes clear authority, reporting relationships,
and accountability within government institutions; how decentralisation promotes
participation, local decision-making, and responsiveness by shifting powers closer
to citizens; and how line-and-staff arrangements integrate operational authority with
specialised expertise in modern administrative systems. Through real Indian examples
such as District Administration, Panchayati Raj Institutions, Indian Railways, Tamil
Nadu’s decentralised health model, DMRC, and AIIMS, the unit demonstrates how
these structural principles influence efficiency, innovation, communication, and service
delivery. By understanding these concepts, learners gain deeper insight into how public
organisations operate and how administrative structures cam,be designed to improve

governance. /

f-Assessment

-

S

N

1. Explain the concept of hierarchy in public administration and discuss its features
with suitable examples from Indian'gevernment/systems.

2. Describe the different forms of decentralisation and analyse how each form con-
tributes to responsive and partiéipatory governance.

3. Discuss the line-and-staff'system@in modern organisations and evaluate how it
balances authority withitechnical expertise.

4. Using examples, critically examine the limitations of hierarchical structures in
large public organisations.

5. Analyse the case studies of DMRC and AIIMS to illustrate the operational signif-
icance of an effective line-and-staff structure in public service delivery.

—

Assignments

1. Visit any local government office (municipality/panchayat/village office) and pre-
pare a report identifying hierarchical levels and their functions.

2. Select a public service (e.g., drinking water supply or waste management) and
map how responsibilities are distributed across state, district, and local bodies.
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3. Interview two government officials, one holding a line position and one a staff
position and document how their roles differ in authority, responsibility, and
decision-making.

4. Analyse a recent government initiative (Digital India, Smart Cities, MGNRE-
GA, etc.) and evaluate how decentralisation influenced its implementation and
outcomes.

5. Choose a department or institution and redesign its structure using hierarchy, de-
centralisation, and line-and-staff principles to solve an identified administrative

\\ bottleneck. /
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Space for Learner Engagement for Objective Questions

Learners are encouraged to develop objective questions based on the content in the
paragraph as a sign of their comprehension of the content. The Learners may reflect on the
recap bullets and relate their understanding with the narrative in order to frame objective
questions from the given text. The University expects that 1 - 2 questions are developed for
each paragraph. The space given below can be used for listing the questions.
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UNITN Introduction to Perception and
| Attitudes

| Learning Outcomes

After completing this unit, the learners will be able to:

» explain the meaning of perception and analyse how persenal, organisational,
and environmental factors shape administrative judgeme
* identify common perceptual errors and eva
sion-making in public organisations

describe the components and sources

Public administration today/operates in an environment defined by rapid policy
changes, increasing citize pectations, and complex socio-economic challenges.
Studies by the Indian Institute of Public Administration (IIPA, 2022) show that nearly
65% of administrative decisions involve interpreting incomplete information, making
perception a central factor in how managers understand situations and respond to them.
Similarly, global surveys such as the Gallup State of the Global Workplace Report
(2023) reveal that only 23% of employees worldwide feel actively engaged at work,
highlighting how attitudes and job satisfaction directly affect productivity, motivation,
and ethical behaviour. In government agencies where service delivery, transparency, and
citizen trust are crucial, these behavioural dimensions become especially important.

Understanding perception and attitudes helps future managers recognise why
individuals interpret the same situation differently and why administrative outcomes
vary across departments. Research on organisational behaviour consistently shows that
positive employee attitudes reduce conflicts, improve teamwork, and enhance decision
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quality. Likewise, job satisfaction studies in the Indian public sector (DoPT, 2020)
indicate that departments with high satisfaction levels report 30-40% higher service
responsiveness and significantly lower absenteeism. The behavioural insights discussed
in this unit therefore, equip MBA learners with the analytical tools needed to manage
people effectively, reduce bias, and strengthen the human side of governance.

Perception, Attitudes, Job Satisfaction, Decision-Making, Perceptual Errors

Public organisations operate “ih, environments where
administrators constantlysinterpret information, interact with
citizens, and make decisionsy How a public servant perceives
a situation or forms$ an attitudetoward a policy, colleague, or
community directly influences governance. For instance, a
District Collector responding to a flood, a nurse in a government
hospital handling patient grievances, or a municipal officer
evaluating urban‘development proposals, all rely on perception
and attitude tofact effectively. Understanding these behavioural
processes i§ critical in public administration because they shape
deeision-making, job satisfaction, employee performance, and
ultimately public service delivery.

2.1.1Perception

Perception is the mental process through which individuals
select, organise, and interpret information to create their own
subjective understanding of reality. As Robbins and Judge
(2019) explain, people rarely respond to events exactly as they
» Mental process | occur; instead, they respond according to how they perceive
them. This means perception acts like a “filter” shaped by
personal experiences, beliefs, and emotions. In administrative
settings, this filter determines how officers interpret citizen
behaviour, policy priorities, departmental issues, and even
political signals.

For example, when a citizen approaches a government office
with a complaint, one officer may perceive the person as “angry
and unreasonable,” while another sees them as “distressed
and in need of support.” The same factual situation produces
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different administrative responses due to varied perceptions.
This is why perception is central to organisational behaviour in
public administration.

2.1.1.1 Relevance of Perception in Public -
Administration

Perception plays a crucial role in how public administrators
interpret rules, respond to situations, and evaluate people.
Government work often involves complex problems where
information is incomplete or time-sensitive, making perceptual
judgment essential. Administrators rely on perception to
judge the intent of citizens, assess urgency, interpret policy
instructions, and address conflicts within teams.

1. Interpretation of Rules, Policies,;and Citizen Behaviour

Administrators frequently interpret laws and circulars
based on how they_perceive their flexibility and purpose. For
instance, duringdweltare disbursements, some district officials
perceive rules @s enabling support for vulnerable groups, while
others view them strictly as procedural constraints. Research
by Nigam, (2011) on Indian welfare administration shows
thatdadministrators“who perceive rules as “citizen-centric”
implement progtammes more effectively than those who see
rules as rigid boundaries. This demonstrates how perception
direetly shapesfpublic service outcomes.

2. Response to Crises

Crisis situations such as floods, disease outbreaks, or law-
and-order issues demand quick perceptual judgement. During
the 2018 Kerala floods, district collectors in Alappuzha and
Ernakulam perceived early warning signs more seriously than
others and initiated evacuation sooner, saving thousands of lives
(Kerala Disaster Management Authority Report, 2019). Their
perception of risk was different from neighbouring districts that
delayed action, revealing how perception drives administrative
responsiveness. In crises, the ability to accurately interpret
signals becomes a lifesaving administrative skill.

3. Evaluation of Subordinates

Performanceappraisalisheavilyinfluencedbythesupervisor’s
perception of an employee's commitment, competence, and
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behaviour. A field-level worker who communicates less may be
perceived as “disinterested,” even though they may be efficient
and focused on their tasks. Luthans (2011) notes that perceptual
biases such as the halo effect and stereotyping commonly affect
evaluations in public-sector bureaucracies. When perception
is inaccurate, it leads to unfair ratings, demotivation, and
organisational conflict.

4. Management of Interpersonal and Departmental Conflict

Conflicts in public organisations often stem not from
actual issues but from how individuals perceive each other’s
intentions. For example, in several municipal corporations,
engineers perceive finance officers as “rigid,” while finance
officers perceive engineers as, “extravagant.” Studies by
the Indian Institute of Public "‘Administration (2017) note
that such misperceptions obstruct €ellaboration in project
implementation. When administrators accurately perceive the
motives and constraints of ‘others, conflicts become easier to
resolve.

2.1.1.2 Values Influencing Perception

Values are endurinigibeliefs that guide individuals in judging
what is desifable, important, or morally right. According to
Milton Rokeach/(1973), values act as internal standards that
influence how people interpret events and make administrative
decisionszBecause values differ across individuals, two officers
may perceive the same policy proposal or citizen grievance in
very different ways. In public administration, values influence
how administrators approach fairness, discipline, service
delivery, and ethical decision-making.

2.1.1.2.1 Types of Values Influencing Perception
1. Terminal Values

Terminal values refer to long-term goals or desirable end
states that individuals aim to achieve. Examples include
national security, social equality, public welfare, harmony, and
a corruption-free society. Public administrators who prioritise
terminal values tend to interpret policies in ways that support
long-term societal outcomes. For instance, a district magistrate
who values social equality may perceive caste-related grievances
with heightened seriousness and take proactive measures to
ensure fairness.
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2. Instrumental Values

Instrumental values describe the preferred ways of behaving,
such as honesty, discipline, empathy, responsibility, and
courage. These values influence how administrators perform
their duties on a day-to-day basis. An administrative officer
who values discipline may perceive late reporting or incomplete
files as serious lapses, while one who prioritises compassion
may emphasise supportive guidance rather than punishment.
Luthans (2011) notes that instrumental values significantly
shape leadership behaviour and communication patterns in
bureaucratic settings.

Example: Value-Based Perception in Policing

Consider two police officers handling the same complaint
from a migrant worker alleging wage theft. An officer who
values fairness and social justice may petceive the complaint as
a serious violation requiringyimmediate intervention. Another
officer who stronglyvaluies hicrarchy afnd authority may view the
situation as a r@utine labourdispute and respond less urgently.
Studies by the Bureau of Police Research and Development
(BPRD, 2020) show that officers with strong citizen-centric
valuessare more likely to adopt problem-solving approaches
rather than puaitive or dismissive ones. Thus, values shape how
officers per€eive situations and how they act upon them.

2.1.1.3)kactors Affecting Perception

Perception does not occur in isolation; it is influenced by a
combination of personal traits, environmental conditions, and
chiaracteristics of the people or objects being observed. Robbins
& Judge (2019) emphasise that perception is a dynamic
psychological process shaped by both internal dispositions
and external cues. In public administration, where officials
constantly interpret citizen needs, employee behaviour, and
policy instructions, understanding these factors is essential for
improving judgement, fairness, and administrative effectiveness.
The following factors help explain why different administrators
may respond differently to the same situation.

1. Personal Factors

Personal factors refer to the internal characteristics of an
individual that shape how they notice, interpret, and evaluate
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a. Past Experience

Previous experiences strongly influence how individuals
perceive current situations. For instance, an officer who has
frequently encountered fraudulent welfare claims may become
overly cautious and perceive even genuine applications as
suspicious. Luthans (2011) notes that past experiences create
mental shortcuts that help quick decision-making but may also
lead to biased interpretations. In public administration, this can
affect fairness in service delivery, especially when dealing with
marginalised groups.

b. Personality (Introversion, Authoritarianism, etc.)

Personality traits affect how people interpret social and
organisational events. An introverted administrator may
perceive frequent staff interactions 'as overwhelming, while
an extroverted leader may interpret the\same environment as
collaborative and healthy. Similarly, authoritarian personalities
often perceive disSentnas disloyalty, whereas democratic
personalities interpret it aghconstructive feedback. Studies in
administrative psychology 'show that personality influences
communication, conflict handling, and leadership style.

c. /Motivation

A person's motives shape what they pay attention to and how
theyinterpretdt. An officer motivated by public service values
may, percetve citizen complaints as opportunities to improve
governance. Conversely, an individual with strong career
ambitions may focus more on tasks that enhance visibility or
appraisal outcomes. According to Maslow (1954), motivation
directs attention and shapes perception by highlighting
information that aligns with personal goals.

d. Emotional State

Emotions such as stress, anxiety, excitement, or frustration
influence perception significantly. A supervisor under emotional
strain may misinterpret a subordinate’s neutral behaviour as
disrespectful or careless. During high-pressure events such as
election management or disaster response, emotional overload
can distort risk perception and lead to errors in judgement.
Research in organisational behaviour suggests that emotional
regulation is crucial for accurate administrative perception.
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2. Environmental Factors

These are external conditions in the workplace that influence
how individuals perceive situations.

a. Time Pressure

When decisions must be taken quickly, individuals rely
more on intuition and perception rather than detailed analysis.
In public administration, tasks such as law-and-order decisions
or emergency evacuations often occur under time pressure. For
example, during the COVID-19 vaccination drive, field officers
had to quickly interpret citizen turnout patterns to adjust
deployment of teams. Time pressure can sharpen focus but also
increase perceptual errors.

b. Workload

Heavy workload affectsithe ability to process information
accurately. When officers handle multiple files, deadlines, and
meetings simultancously, they may perceive routine issues as
irritants or threats. Studies from the Indian Institute of Public
Administration (2018) show that overload leads to selective
perception,, where officials pay attention only to urgent
mattérs and overlook important but less urgent tasks. This can
compromisgfservice quality and employee relations.

¢. Organisational Culture

The shared norms, values, and practices of an organisation
shape how individuals interpret events. For example, in a culture
that'rewards strict compliance, officers may perceive flexibility
as risky or inappropriate. In contrast, organisations promoting
innovation and collaboration encourage members to see change
as an opportunity. Research by Peters and Waterman (1982)
highlights that strong organisational cultures create common
perceptual frames, reducing ambiguity in decision-making.

3. Target Characteristics

These refer to features of the person, object, or event being
observed, which influence the perceiver’s interpretation.

a. Social Status

People often perceive individuals of higher social or
professional status as more competent or credible. In public
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offices, officers may unconsciously give more weight to
complaints from influential citizens than from daily-wage
workers. Studies on administrative behaviour show that
status-based perception can contribute to unequal treatment
in grievance redressal. Addressing such bias requires ethical
training and sensitivity.

b. Appearance

First impressions based on physical appearance, attire, or
grooming affect perception. For instance, a neatly dressed
visitor may be perceived as trustworthy, while a poorly dressed
person may be judged as less credible. Such perceptions are
particularly problematic in welfare offices, where economically
disadvantaged citizens often need the most support. Luthans
(2011) calls appearance-based judgment a “perceptual shortcut”
that administrators must consciously monitor.

c. Behaviour

A person’s b€haviour, like tone of voice, body language
and assertiveness, strongly influences perception. A citizen
who speaks loudly due to frustration may be misperceived as
disrespeetful or‘aggressive. Conversely, a calm and articulate
citizén may be perceived as more genuine even if their claim
is weak. Behavioural cues often trigger immediate perceptual
interpretations, which administrators must learn to evaluate
objectively.

d. Group Identity (Caste, Profession, Gender, Regional
Background, etc.)

Group identity shapes perception through stereotypes and
generalisations. An officer may perceive members of certain
occupational groups (e.g., drivers, labourers, traders) based on
preconceived notions rather than individual behaviour. Studies
on public administration in India (Dwivedi & Bhargava, 1967)
highlight how caste and community identities subtly influence
bureaucratic perceptions. Such biases can lead to unequal
administrative treatment and must be addressed through training
and reflective practice.

Case Study: Perception in Disaster Response — Kerala
Floods (2018)

During the 2018 Kerala floods, district administrations
played a crucial role in rescue operations. In several districts,
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officers perceived the severity of the crisis early due to signals
from community workers, water-level data, and citizen reports.
District officials who perceived the situation as ‘“high-risk”
initiated rapid evacuations, leading to lives saved. Meanwhile,
delays in perception in other regions resulted in slower response.
This case shows how perception guides public decision-making
during emergencies.

2.1.1.3 Perceptual Errors

Perception is not always an accurate reflection of reality.
Stephen P. Robbins, in his book ‘Organisational Behaviour’,
explains that individuals frequently rely on shortcuts or mental
assumptions to make sense of complex information. While
these shortcuts save time, they often distort judgment and lead
to biased administrative decisions. For public administrators,
recognising these perceptual errors s, essential for fairness,
efficiency, and ethical governance because their work affects
citizens directly. The _following aref the various types of
perceptual Errogs.

1. Selective Perception

Selective perceptionsoecurs when individuals pay attention
only to inforination that aligns with their existing beliefs or
expectations. This means they unconsciously filter out details
that_eontradict{their assumptions, leading to an incomplete
or biasedpunderstanding. In public administration, selective
perception can result in overlooking important citizen needs,
emerging risks, or alternative viewpoints.

Example: A municipal engineer accustomed to dealing with
drainage problems may focus mainly on complaints related
to waterlogging because they fit his prior experience. As a
result, he may ignore or downplay emerging issues such as
waste segregation failures or mosquito-breeding hotspots, even
though these require equal administrative attention.

2. Halo Effect

The halo effect refers to forming an overall favourable
impression about a person based on one positive trait. This error
leads supervisors to overestimate the individual’s competence
or performance in unrelated areas. As Robbins notes, this often
affects performance appraisals, promotions, and task allocation
in public organisations.
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Example: If a clerk is known for impeccable punctuality,
a supervisor may assume the clerk is also efficient, detail-
oriented, and reliable in all tasks—even when their record in
documentation or citizen service delivery is only average. This
can skew rewards and responsibilities within the department.

3. Horn Effect

The horn effect is the opposite of the halo effect: one
negative characteristic colour the entire perception of a person.
This often leads to unfair evaluations, exclusion from important
tasks, and weakened morale. Public administration settings—
especially hierarchical offices—are particularly vulnerable to
this phenomenon because impressions travel quickly through
informal networks.

Example: An employee who struggles with communication due
to shyness might be pereeived as incompetent, disinterested,
or hesitant, even though their technical skills or fieldwork
performance may'be excellent. Over time, this misperception
can limit their Opportunities for training or leadership roles.

4. Stereotyping

Stereotypinginvolves assigning characteristics to individuals
based solely on their membership in a social, cultural, or
occupational group. Though stereotypes simplify information
processing,they lead to discriminatory behaviour and poor
administrative judgement. Luthans (2011) points out that
stereotyping is one of the most persistent errors in public-sector
behaviour because of diverse citizen identities.

Example: During digital-governance initiatives, administrators
may assume that rural citizens lack digital literacy and therefore
avoid involving them in participatory platforms. However,
experiences from states like Kerala and Gujarat show that rural
communities adapt well when given proper training—revealing
how stereotypes can hinder effective policy implementation.

5. Attribution Errors

Attribution theory explains how people determine the causes
of behaviour, either by attributing it to internal factors (personal
traits, motives, abilities) or external factors (situational pressures,
resource constraints, environmental barriers). Perceptual errors
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occur when individuals misattribute behaviour, often by placing
too much emphasis on internal causes and ignoring situational
realities. This phenomenon is known as the fundamental
attribution error. In public administration, attribution mistakes
can cause unfair treatment of citizens and subordinates.

a. Internal Attribution: This occurs when behaviour is
explained by personal characteristics. Example: A late
beneficiary for a welfare payout may be labelled irre-
sponsible or lazy.

b. External Attribution: This occurs when behaviour
is explained by external circumstances. Example: The
same beneficiary may actually be late due to poor trans-
port connectivity, abseri¢e, of public buses, or family
health emergencies.

Field studies conducted, by the Indian Institute of Public
Administration (ITPA) showhthat officers often misinterpret
delayed responses from tribal communities as apathy, whereas
the real cause i§ long travel'distances and limited digital access.
Such attribution bias leads to misunderstandings, tension, and
unequal treatment unless administrators consciously examine
situational factors:

2.1.1.4 Perception and Decision-Making

Deeisionsinaking in public administration rarely occurs in
a'vacuum. Administrators often rely on their perceptions, i.e.,
how jthey interpret situations, people, or data, rather than on
fully objective information. As Herbert A. Simon explains in
his seminal work Administrative Behaviour (1997), public
officials operate under bounded rationality, meaning their
decisions are shaped by limited time, incomplete data, and
cognitive shortcuts. Instead of identifying the “best” solution,
they settle for a “satisficing” one that seems reasonable from
their viewpoint. Thus, perception becomes a powerful lens that
guides administrative judgement, especially in complex and
uncertain environments.

2.1.1.4.1 How Perception Shapes Decisions

1. Perception influences how problems are diagnosed

Public officials interpret problems based on what they notice,
understand, and prioritise. If an officer perceives a situation as a
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crisis, they may push for immediate action even when long-term
planning is required. For example, a municipal commissioner
who perceives garbage accumulation primarily as a “collection
issue” may ignore structural problems like inefficient route
planning or lack of segregation facilities.

2. Determines which solutions are prioritised

Administrators choose among alternatives based on
perceived feasibility, urgency, or political acceptability. Their
mental models shape which options appear more practical.
A district collector may give priority to road repairs in areas
they perceive as “high traffic,” even if data suggests that rural
interior roads have a greater safety risk.

3. Affects risk assessment

Perception heavily irflaences how tisky a decision seems.
If an official perceives a ‘pteject as jpolitically sensitive or
financially uncestain, they maypavoid innovative solutions.
For instance, many early e-governance projects in India were
initially delayed because 'administrators perceived digital
systems as riskyyand unfamiliar compared to traditional file-
basedfprocesses.

4.'Shapes ethical judgement

Howy,administrators perceive fairness, accountability, or
responsibility affects moral decisions. A procurement officer
who perceives a vendor's long association with the department
as assign of reliability may overlook ethical concerns, thereby
compromising objectivity. Ethical choices are therefore deeply
tied to personal interpretations rather than purely procedural
rules.

Example: Delhi Metro Station Planning (DMRC)

The Delhi Metro Rail Corporation (DMRC), known for
its efficiency and people-centric design, relied heavily on
perceptual assessments while designing new metro stations.
Engineers conducted field observations to understand how
commuters perceive walking distance, which often feels longer
in poorly lit or crowded areas, even when the actual distance is
short. Planners also studied how passengers perceived safety
around staircases, escalators, and station entrances. These
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insights led to improvements such as clearer signage, brighter
lighting, wider walkways, and better last-mile connectivity. The
example reflects Simon’s idea that real-world administrative
choices often rely on subjective interpretations rather than
purely technical data.

2.1.1.4.2 Common Decision-Making Errors Due to Perception

Cognitive biases, i.e., systematic errors in thinking, regularly
influence public policies and administrative decisions.
Psychologists Daniel Kahneman and Amos Tversky, in
their work on behavioural decision theory (Judgment under
Uncertainty, 1974), explain how such biases distort rational
choices.

1. Confirmation Bias

Administrators tend to favour information that supports their
existing beliefs and ignore contradictory data. For example, if
an officer believesithat “privatc contractors are inefficient,” they
may highlight only the failures and overlook successful public—
private partnetships.

2. Overconfidence

Decision-makers often overestimate their knowledge or
predictive accuracy, leading to risky choices. A classic example
is whemystateddepartments launch large-scale welfare schemes
without adequate piloting because officials are confident that
past successes can be easily replicated.

3. Anchoring Bias

Initial information becomes a reference point that unduly
shapes later decisions. In budget discussions, the previous year’s
expenditure often becomes an anchor, causing departments to
propose increments or cuts relative to that number rather than
conducting a fresh needs assessment.

4. Availability Bias

Administrators judge the importance of an issue based on
how easily examples come to mind. After a highly publicised
flood event, for instance, disaster management funds may be
disproportionately allocated to flood control, even if drought is
a more pressing long-term threat in that region.
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5. Escalation of Commitment

Officials sometimes continue investing in failing projects
because they have already committed time, money, or political
capital. This occurs frequently in large infrastructure projects
where initial cost estimates were unrealistic, yet withdrawal
becomes politically or institutionally difficult.

These Dbiases influence decisions across public
administration—from drafting policies and allocating budgets
to selecting candidates in recruitment processes. Understanding
perceptual errors allows administrators to adopt more reflective,
evidence-based approaches.

2.1.5 Attitudes

Attitudes play a central role imyshaping how individuals
behave within public organisations.“Gordon Allport (1935),
in his classic definition, »describes ‘attitude as a learned
predisposition to respond positively or negatively to a person,
object, or situation. In theéycontextiof administration, attitudes
influence what employees feel, how they think, and what they
intend to do in different work scenarios. Because attitudes are
learned rather than innate, they can be shaped through training,
organisational climatéyand leadership.

2.1.5.1 Components of Attitude (ABC Model)

1. Affective Component

The affective component is the emotional reaction a person
hasdoward something or someone. For example, an employee
may feel stressed or anxious when dealing with tight deadlines
or unexpected audits. These feelings strongly influence overall
job satisfaction and motivation levels. Researchers like Stephen
P. Robbins emphasise that emotions play a powerful role in
workplace behaviour, often overriding rational judgement.

2. Behavioural Component

The behavioural component reflects the intention or tendency
to act in a particular manner. For instance, a staff member who
feels overwhelmed may start avoiding meetings or delaying
communication with colleagues. These actions represent
the outward expression of internal feelings and thoughts. In
public organisations, behavioural attitudes affect teamwork,
punctuality, and responsiveness to citizen needs.
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3. Cognitive Component

The cognitive component involves the beliefs, opinions, or
knowledge an employee holds about their work environment.
For example, ifa clerk believes that “the department is inefficient
due to outdated systems,” this belief shapes their motivation
and approach to tasks. Cognitive attitudes are influenced by
past experiences, organisational structure, and the information
employees receive. They often form the foundation upon which
feelings and behaviours develop.

2.1.5.2 Sources of Attitude

1. Family and Upbringing

Family environment plays a ‘foundational role in shaping
values such as honesty, respect, and diseipline. Individuals raised
in households that emphasise punctuality and responsibility
often carry these attitudes into their professional lives. Early
socialisation, theréfore,nbecomes_adlong-term influence on
workplace behaviour.

2. Organisational Culture

The culture of “an“organisation, its norms, rituals, and
leadership style, significantly shape employee attitudes. When
employees work in a respectful and transparent environment,
they: tend to_develop positive attitudes toward their roles.
Conversely, rigid or authoritarian cultures can foster negativity
and resistance to change.

3. Social Norms

Employees are influenced by what society expects from
public servants, such as fairness, integrity, and courtesy. When
these norms are strong, they shape positive attitudes toward
public service and citizen welfare. In societies where corruption
is normalised, however, negative attitudes may become more
prevalent.

4. Work Experiences

Positive experiences like recognition, training opportunities,
and supportive colleagues lead to favourable attitudes.
Repetitive negative experiences, such as work overload or unfair
treatment, generate frustration and withdrawal. Over time, daily
work experiences become key determinants of morale.
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5. Leadership Behaviour

Leaders set the emotional tone of the organisation through
their behaviour and communication style. Supportive leaders
who provide feedback and encourage participation foster
positive attitudes among employees. On the other hand,
autocratic or indifferent leadership often results in low morale,
hostility, or disengagement.

2.1.5.3 Attitudes in Public Administration

Attitudes are especially important in public administration
because civil servants interact directly with citizens and policy
implementation. A positive attitude helps administrators listen
carefully, respond respectfully, and solve problems efficiently,
thereby strengthening public trust. Research in public-sector
management shows that positive employee attitudes contribute
to higher citizen satisfaction, smoother eperations, and reduced
workplace conflict. In contrast, negative attitudes manifest as
unnecessary bureaucsacy, delays in file movement, apathy, and
sometimes corrupt practices.

A clear example can be seen in frontline government
offices such as'the Passport Seva Kendras. After reforms and
training focused on eustemer friendliness, employees’ attitudes
improved, restilting in quicker processing and fewer complaints.
This demonstrates how attitude shifts can directly transform
public service delivery.

2:1:6 Job Satistaction

Job satisfaction refers to the positive emotional state that
emerges when an individual’s job experiences match their
expectations and personal values. Edwin Locke (1976), in his
widely cited work on the Range of Affect Theory, explains that
satisfaction arises when the outcomes of a job align with what
the employee considers important. In public administration, job
satisfaction is not just a personal matter; it directly influences
service quality, ethical behaviour, and administrative efficiency.
Satisfied employees tend to show greater commitment and
integrity, reducing errors and delays in service delivery.

2.1.6.1 Determinants of Job Satisfaction
1. Nature of Work

The type of work employees perform has a major influence
on how satisfied they feel. Tasks that are meaningful, varied, and
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challenge employees intellectually lead to higher enthusiasm.
In public agencies, roles that allow officers to engage with
citizens, solve problems, or participate in policy processes
often generate fulfilment. Conversely, repetitive clerical tasks
may reduce motivation if they lack autonomy.

2. Salary and Benefits

Fair and competitive compensation plays a crucial role in
shaping job satisfaction. While public-sector salaries may not
always match private-sector levels, timely payment, health
insurance, pensions, and allowances contribute positively.
Employees who perceive compensation as equitable tend to
express higher organisational loyalty. Financial insecurity, on
the other hand, quickly lowers mierale.

3. Leadership Style

Leadership is one of “the strongest predictors of job
satisfaction. Supportive,yparticipative, and transformational
leaders help employees feel\valued and involved in decision-
making. When supervisors communicate clearly and recognise
efforts, employees develop trust and a sense of belonging. Rigid
or authoritarian leadesship styles often create fear, poor morale,
and withdrawal.

4. Work Environment

Physical and psychological work conditions shape day-
to-day experiences. Clean offices, adequate resources, and
safe/working spaces contribute to a supportive environment.
Inaddition, respectful communication and freedom from
harassment foster emotional well-being. Poor infrastructure or
hostile environments quickly generate dissatisfaction.

5. Opportunities for Growth

Employees feel more satisfied when they have chances to
learn new skills, attend training programmes, or advance in
their careers. Public organisations that offer regular capacity-
building initiatives create a sense of progression and purpose.
When promotion systems are transparent, employees remain
motivated. Lack of growth opportunities, however, leads to
stagnation and frustration.
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6. Relationship with Colleagues

Positive relationships with peers make the workplace
collaborative and less stressful. Supportive colleagues share
knowledge, cooperate during workload peaks, and help
maintain a friendly atmosphere. Strong interpersonal bonds
often compensate for structural challenges in the organisation.
Conversely, conflict-ridden teams experience burnout and
inefficiency.

7. Work-Life Balance

Balanced working hours and flexibility contribute
significantly to job satisfaction, especially in demanding public
roles. Employees who can manage personal responsibilities
alongside work commitments feel healthier and more stable.
Public-sector reforms that introduce flexi-timings, childcare
support, or leave options,enhance wellsbeing. Poor work—life
balance often leads to absenteeism and declining performance.

2.1.6.2 Exit—Yeice-Loyalty=Neglect (EVLN)
Framework

The Exit—Voiee—Loyalty—Neglect (EVLN) framework a
manadgerial diagnostieéntool, explains how employees typically
respond to_4ob dissatisfaction. It helps managers diagnose
employee behaviour and choose appropriate corrective actions.

1. Exit

EXxit refers to employees leaving the organisation or actively
searching for alternative employment. High exit behaviour
signals serious dissatisfaction related to pay, workload,
leadership, or career growth.

Managerial insight: Rising turnover is a clear warning sign that
requires immediate policy or leadership intervention.

2. Voice

Voice involves employees expressing concerns, suggestions,
or complaints with the intention of improving the situation.
This is a constructive and desirable response.

Managerial insight: Managers should encourage voice through
open-door policies, grievance mechanisms, and participative
decision-making.

m
OC%
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3. Loyalty

Loyal employees remain committed to the organisation
despite dissatisfaction, hoping conditions will improve. While
loyalty reflects trust, prolonged unresolved issues may later
convert loyalty into exit or neglect.

Managerial insight: Managers must recognise loyalty and
respond proactively before patience wears out.

4. Neglect

Neglect occurs when employees reduce effort, show
absenteeism, make more errors, or mentally withdraw from
work. This is a passive but harmful response to dissatisfaction.

Managerial insight: Declining performance and engagement
often indicate unresolvedyjob satisfaction issues.

Managerial Use of the;EVLN Framework

Managers ¢an use the EVLN framework to identify early
warning signs, \understand’ employee reactions, and design
targetedsHR interventionsd Encouraging voice and addressing
issues early helps prevent exit and neglect, thereby improving
job satisfaction, performance, and organisational stability.

2.1.6.3,JobsSatisfaction in the Public Sector: Facts
& Evidence

Alstudy conducted by the Department of Personnel and
Traming (DoPT) in 2020 found that employees who worked
under supportive supervisors reported 40% higher job
satisfaction, indicating the central role of leadership. Research
by the AIIMS Nursing Research Unit (2021) highlighted those
public-sector nurses under participative leadership experienced
higher satisfaction and significantly lower burnout levels. Local
government studies similarly reveal that satisfied employees
show better compliance with procedures and lower absenteeism,
directly improving service delivery. These findings underscore
that job satisfaction has measurable impacts on administrative
integrity and efficiency.
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Case Study: Improving Job Satisfaction — Bengaluru
Municipal Corporation (BBMP)

The Bruhat Bengaluru Mahanagara Palike (BBMP)
experienced declining staff morale due to heavy workloads,
limited recognition, and inadequate training. Between 2017 and
2022, a series of reforms were introduced, including structured
training modules, wellness activities, counselling support,
and performance-linked rewards. A survey conducted by the
Administrative Training Institute (ATT), Mysuru, showed a 30%
increase in job satisfaction, along with improved teamwork and
faster grievance redressal by frontline staff. The case illustrates
how strategic human-resource interventions can transform
employee attitudes, strengthen service delivery, and enhance
public trust.

summarized Overview

/

This unit explores the behavioural foundations of public admifistration by examining
the roles of perception, attitudes, and job satisfaction in shaping administrative behaviour
and public service delivery. Public administrators operate in complex and dynamic
environments where decisions are_rarely based on gomplete or perfectly objective
information. Instead, how officials perceive situationis, people, and policies significantly
influences their judgement, actions, and@ffectiveness in governance.

The unit begins withsa diseussion ondperception, defined as the mental process
through which indiyiduals select, ofganise, and interpret information to construct their
understanding of reality. A public administration, perception affects how rules are
interpreted, how citizens” behayiour is understood, how subordinates are evaluated,
and how crises are managed. Differences in perception explain why administrators may
respond differently to similar situations, such as welfare implementation or disaster
response. The unit also highlights how values, both terminal values (long-term societal
goals) and instrumental values (preferred modes of conduct), shape perceptual judgement
and influence administrative decisions.

Further, the unit analyses the factors affecting perception, including personal factors
like experience, personality, motivation, and emotional state; environmental factors such
as workload, time pressure, and organisational culture; and characteristics of the target,
including social status, appearance, behaviour, and group identity. These influences
often lead to perceptual errors such as selective perception, stereotyping, halo and horn
effects, and attribution biases, which can result in unfair treatment and poor decision-
making if left unexamined. /
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The unit then connects perception with decision-making, emphasising the idea
of bounded rationality. Administrative choices regarding problem diagnosis, risk
assessment, ethical judgement, and policy prioritisation are shaped by subjective
interpretations rather than purely rational analysis. Understanding perceptual biases
helps administrators make more balanced and evidence-informed decisions.

-

The latter part of the unit focuses on attitudes and job satisfaction. Attitudes
influence how public employees think, feel, and behave at work, while job satisfaction
affects motivation, commitment, integrity, and service quality. By examining their
sources and outcomes, the unit underscores the importance of supportive leadership,
positive organisational culture, and meaningful work in strengthening administrative
performance and public trust. /

Self-Assessment
—

—

Explain the relevance of perception in public administration and discuss how i
influences crisis management and poliey implementation.

2. Describe the ABC Model of Attitudes with examples from public-sector work-
place situations.

3. Discuss any four perceptual errorsdnd analyse their implications for fairness and
efficiency in government decision-making.

4. Examine the deéterminants ef job.satisfaction and explain how they shape em-
ployee moral€ in public.organisations.

5. Using examples, discuss how attitudes and job satisfaction influence citizen sat-
isfaction and the quality of public service delivery.

A =

Assignments

=

Observe a government office (physically or through reports) and prepare a short
report analysing how administrators’ perceptions influence citizen service deliv-

ery.

2. Interview a public-sector employee and document their affective, behavioural,
and cognitive attitudes toward their job.

= —4
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3. Select a real public-sector case where a decision went wrong due to perceptual
bias. Analyse the type of bias and suggest corrective strategies.
4. Conduct a survey (sample size 5—10 employees) on determinants of job satisfac-
tion and present the findings in a table or chart.
5. Perform a role-play simulating interactions between a citizen and a public of-
ficial, demonstrating how attitudes and perception shape communication and
\ outcomes. /
Reference
/ 1. Allport, G. W. (1935). Attitudes. In C. Murchisond(Ed.), Handbook of Social
Psychology. Clark University Press.
2. Denhardt, R. B., & Denhardt, J. V. (2015):“Public Administration: An Action
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Space for Learner Engagement for Objective Questions

Learners are encouraged to develop objective questions based on the content in the
paragraph as a sign of their comprehension of the content. The Learners may reflect on the
recap bullets and relate their understanding with the narrative in order to frame objective
questions from the given text. The University expects that 1 - 2 questions are developed for
each paragraph. The space given below can be used for listing the questions.
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Group Dynamics

| Learning Outcomes

After completing this unit, the learners will be able to:

+ explain the concepts, types, and significance of groupdynamics in public
organisations using real public-sector examples
« aware of various types of communication and e i in adminis-
trative coordination, citizen engagement
» identify structural, behavioural, and ical\barriers to communica-

tion and assess their impact on organ

coordinated actio
to the Governme apacity Building Commission Report (2022), more
than 85% of public-service t involve team-based interactions, whether in district
administration, disaster ement, health services, policing, or large-scale national
programmes. Studies in administrative behaviour also show that nearly 70% of
communication failures in government departments arise not from technical issues
but from behavioural and interpersonal barriers, highlighting the critical role of group
dynamics and communication skills for effective governance. As India expands digital
governance, decentralised service delivery, and community participation, the significance
of interpersonal processes, teamwork, and clear communication has grown substantially.

The importance of communication became especially evident during national
programmes such as the COVID-19 vaccination drive, where over 3.27 lakh frontline
teams were coordinated across states through structured communication, demonstrating
how clarity and teamwork directly impact public outcomes. Similarly, large public
operations like elections, disaster management, and welfare delivery increasingly depend
on cohesive group functioning and efficient communication channels—formal, informal,
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verbal, non-verbal, and digital. Against this backdrop, Unit 2 equips learners with the
behavioural foundations necessary to understand how groups work, why communication
succeeds or fails, and how administrators can build more collaborative, responsive, and
citizen-centric public organisations.

Group dynamics, formal communication, informal groups, behavioural barriers,
organisational coordination

|

» How individuals-
become -
psychologically
interconnected
through shared
norms and mutual
influence

Modern public organisations “rarely function through
individuals working <alone. Government departments,
municipal corporations, district administrations, panchayats,
public hospitals, peoliceunits, and Public Sector Undertakings
(PSUs) all opefate throughygroups 1.e., teams of people who
interact, share responsibilities, coordinate tasks, and influence
each other. The behaviour of individuals inside groups is often
very differént fromptheir behaviour in isolation. Understanding
grotlp dynamies, therefore, becomes essential for effective
public admimistration, as much of organisational success
depends on team cohesion, communication, collaboration, and
conflict,resolution.

2.2.1Goncepts and Importance of Group Dynamics

The term Group Dynamics was first introduced by social
psychologist Kurt Lewin (1947), who explained it as the set
of forces that shape how groups behave, interact, and perform.
These forces include communication patterns, leadership
influence, member roles, decision-making processes, and
conflict-handling approaches. Group dynamics is not merely
about people being together; it is about how individuals
become psychologically interconnected through shared norms
and mutual influence. In any organisation, these dynamics
determine whether a group becomes highly productive or falls
into dysfunction.

A group is more than a physical collection of individuals;
it is a social system where members share common goals,
expectations, and behavioural rules. Each member plays a
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specific role, such as coordinator, contributor, blocker, or
facilitator, which collectively shapes the group's effectiveness.
These interdependent roles help the group maintain balance
and move towards shared objectives. For example, in a hospital
emergency unit, doctors, nurses, technicians, and administrators
coordinate their roles to deliver seamless patient care.

2.2.1.1 Importance of Group Dynamics

1. Enhances Team Performance

Strong group dynamics improve cooperation, reduce
misunderstandings, and enable faster decision-making.
When members trust one another and communicate openly,
they are more willing to contribute ideas and take collective
responsibility. For instance, the Toyota Production System
emphasises team-based problem-solving, where small groups
use Kaizen practices toddmprove operations, resulting in high
productivity and quality.

2. Encourages Creativity and Innovation

Groups with\ healthy interactions create an environment
whereddiVerse viewpointsfare welcomed, enabling innovative
solytions. Psyehological safety is an important element of
group dyndmics ythat allows members to challenge ideas
without fear. Google’s Project Aristotle (2016) found that teams
with'better intérpersonal relations and open dialogue generated
significantly higher creative output.

3. Helps in Conflict Management

Positive group dynamics allow conflicts to be identified early
and addressed constructively rather than suppressed. Groups
with clear norms and open communication can transform
disagreements into learning opportunities. For example, the
Apollo 13 NASA team managed intense conflict and pressure by
relying on structured communication and clear role allocation,
ultimately resolving a life-threatening crisis.

4. Strengthens Organisational Culture

Groups act as carriers of organisational values, norms, and
behaviours. When group dynamics are strong, employees
internalise organisational culture more easily and feel a sense
of belonging. Companies like Infosys and Tata Consultancy

@ SGOU - SLM - MA Public Administration - Organizational Behaviour 115




» Collective
intelligence

» Supportive
relationship

Services use team-based onboarding and project groups to
integrate new employees into the work culture smoothly.

5. Supports Effective Decision-Making

Awell-functioning group benefits fromcollectiveintelligence,
where pooled knowledge leads to better decisions compared to
individual judgment alone. Good dynamics ensure all members
participate, reducing the risk of groupthink or dominance by a
few voices. For example, successful jury deliberations in the
justice system depend heavily on balanced participation and
respectful communication.

6. Improves Motivation and Morale

Healthy group dynamics create supportive relationships
where members feel valued and motivated. Teams with mutual
respect experience high®t job satisfaction and lower turnover.
In many Indian start-ups, sueh as Zomato and Swiggy, team
bonding sessionsy collaborativeymeétings, and open forums
help maintain morale duringperiods of rapid scaling.

Case Study: The Mumbai/Dabbawalas — A Model of Group
Dynamics and Teamwerk

The Mambai Dabbawalas represent one of the most
celebrated examples of effective group dynamics,
demonstrating how disciplined teamwork, shared values, and
strong organisational culture can produce world-class service
without reliance on advanced technology. Originating in the
1890s, the Dabbawala system has grown into a collective of
afound 5,000 semi-literate delivery workers who transport
nearly 200,000 lunchboxes every day across one of the world’s
most congested urban environments. Their success has been
studied by Harvard Business School, the Indian Institute of
Management (Ahmedabad), and global logistics scholars for its
unique efficiency and exceptionally low error rate, often cited
as “one mistake in 16 million deliveries.”

At the heart of their excellence is group cohesiveness, built
upon a strong sense of identity and belonging. All Dabbawalas
belong to the same cooperative society and share the collective
mission of delivering meals on time. This shared purpose fosters
deep trust, mutual respect, and voluntary cooperation among
members. Their organisational norms, such as punctuality,
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discipline, humility, and service commitment, are deeply
internalised and passed down through generations. These
norms allow them to function smoothly even without written
instructions, formal supervision, or hierarchical control.

Another crucial factor is clear role differentiation. Each
Dabbawala knows exactly when to collect, sort, transport,
exchange, and deliver lunchboxes. Their simple but robust
coding system, using colour symbols and alphanumeric marks,
ensures that every member understands their task within the
broader logistics chain. Because responsibilities are well
structured and predictable, each worker fits seamlessly into the
group’s operational rhythm.

The Dabbawalas also exemplify informal leadership and
peer regulation. Instead of relying on strict managerial control,
members monitor one another through shared accountability and
collective pride. When distuptions like train delays, monsoons,
or citywide events occur, the group’s adaptability, supported by
strong internal cefmmunication, €nsufes service continuity. The
Dabbawala model demonstrates that effective group dynamics
rooted in trust, shared goals, cohesive culture, and disciplined
roles can rival‘and even surpass complex, technology-driven
logistics systems. Their§tory remains a benchmark for public
administratioft and management students studying teamwork,
coordination, and organisational behaviour.

2.2.1.2°Types of Groups in Public Administration

Public administration relies on a wide variety of groups to
carry out governmental functions, deliver services, and ensure
coordination across departments. These groups may be formally
created by organisational policies or may emerge informally
through workplace interactions. Understanding the nature of
formal and informal groups helps administrators manage teams
effectively, build cooperation, and improve service outcomes.

1. ormal Groups

Formal groups are officially created by government
departments or agencies to achieve specific administrative
objectives. These groups have defined roles, hierarchies,
meeting schedules, and reporting structures, and they function
according to rules laid down in acts, manuals, government
orders, or office procedures. Because their authority comes
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from the organisation, their tasks align with policy goals and
public service mandates.

Examples:

ii.

il

District Disaster Management Committee (DDMA):
Constituted under the Disaster Management Act, 2005,
the DDMA includes the District Collector, heads of
line departments, police, medical officers, and techni-
cal experts. This committee coordinates rescue, relief,
and rehabilitation activities. During the 2018 Kerala
floods, the DDMA in Ernakulam played a crucial role
in organising shelters, boat rescues, and supply chains,
illustrating how formal groups ensure structured crisis
management.

Police Patrol Teams: These areiformal groups assigned
specific beats and duties as per departmental orders.
Patrol teamsqin, citieshlike Delhi or Mumbai follow
structured schedules, and'standard operating procedures
(SOPs). Their formal organisation ensures accountabil-
ity, response readiness, and public safety.

Audit Inspection Teams: In departments such as the
Comptroller and Auditor General (CAQG) or state audit
directorates, formal inspection teams examine financial
recordsd compliance, and performance. Their structured
approach, based on audit manuals, ensures transparency
and accuracy in public spending.

Eormal groups play an essential role in ensuring legal

compliance, coordination across departments, and achievement
of programmatic goals in public administration.

2. Informal Groups

Informal groups emerge spontaneously through social

interactions, shared interests, or workplace proximity. These
groups are not officially created by the organisation, but
they exert a strong influence on morale, communication,
and organisational culture. Informal relationships often help
employees share knowledge, provide emotional support, and
resolve day-to-day challenges.
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Examples:

i. Nurse Peer Groups: In hospitals such as AIIMS or
state medical colleges, nurses often form peer groups
for sharing clinical experiences, supporting each oth-
er during stressful shifts, and coordinating patient care
informally. Research in hospital administration shows
that strong informal nurse networks improve teamwork
and reduce burnout.

ii. Clerical Staff Networks: In district collectorates or
municipal offices, clerical staff often form informal net-
works to exchange information about procedures, dead-
lines, or software updates. These networks help new
staff learn organisational reutines and navigate bureau-
cratic processes effectively.

iii. Office Lunch Groups: Employees from different sec-
tions often meet during\lunch breaks, creating informal
channelsf of communication.” Although casual, these
groups/help break departmental silos and can improve
cooperation on inter-sectional work. For instance, in
many municipal corporations, informal lunch groups
have helpedstaff coordinate better during major drives
like property tax collection or election duty.

Informal groups, though unofficial, significantly influence
produetivitys cooperation, and workplace climate. When
properly understood and positively engaged, they complement
formal groups and enhance overall administrative effectiveness.

2.2.1.3 Importance of Group Dynamics in Public
Organisations

Public organisations function through teams, committees,
and interdepartmental groups, making group dynamics central
to their effectiveness. Whether delivering health services or
coordinating national programmes, the quality of interaction
among employees determines how efficiently goals are achieved.
Strong group dynamics create synergy, reduce friction, and
ensure that diverse individuals work cohesively toward public
objectives.
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1. Enhances Coordination and Efficiency

Large-scale government responsibilities such as elections,
the census, disaster management, and public health campaigns
require thousands of officials to act in synchrony. Effective group
dynamics ensure clear communication, well-defined roles, and
timely sharing of information, which reduces duplication of
efforts and operational delays. For example, during the 2021
national COVID-19 vaccination drive, district task forces
in states like Tamil Nadu and Rajasthan coordinated supply
chains, field teams, and data entry staft through strong team-
based planning. Such well-synchronised group functioning
enhances both speed and accuracy in public service delivery.

2. Improves Decision-Making

Groupsdrawupondiverseknowledge, makingdecisionsricher
and more reliable than ¢hose made individually. Committees
in public administration oftén include officers from technical,
legal, financial, andfield=based backgrounds, enabling a holistic
assessment of igsues. For example, a district-level Road Safety
Committee may include pelice officers, transport officials,
engineers, and health department representatives, ensuring
multidimensional decisions. This collective intelligence reduces
errors and incréases the legitimacy of administrative decisions.

3. Builds Supportive Work Culture

Positive™ group norms such as respect, cooperation,
punctuality, and willingness to share knowledge contribute to a
healthy work environment. When employees feel supported by
their peers, they exhibit higher motivation and organisational
commitment. For instance, studies in public hospitals show
that nurse teams with strong internal support experience fewer
conflicts and lower absenteeism. Group culture acts as a buffer
against workplace stress and fosters long-term retention.

4. Facilitates Problem-Solving and Innovation

Groups are naturally better at brainstorming and analysing
problems because they bring varied experiences and
perspectives. In public administration, innovative solutions
often emerge from cross-functional teams that combine
technological, administrative, and community insights. A
notable example is the “COVID War Rooms” established in
Karnataka, Maharashtra, and Delhi, where multidisciplinary
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teams, including data analysts, doctors, municipal officers,
and volunteers, worked together to manage beds, oxygen, and
emergency responses. Their collaborative efforts led to rapid,
creative problem-solving during a critical period.

5. Reduces Stress and Enhances Job Satisfaction

Public administrators frequently deal with heavy workloads,
public pressure, and emotional stress, especially in sectors such
as policing, healthcare, and revenue administration. Supportive
group environments help employees share responsibilities,
express concerns, and receive emotional and professional
support. For example, police station teams with strong
camaraderie report lower levels of job stress and better coping
mechanisms during festivals, protests, and emergencies. When
employees feel valued by their peers, overall job satisfaction
increases significantly.

Case Study: Election Management Teams in India
(Expanded — 300'words)

India conduets the world’s largest democratic exercise, with
more than 900 million eligible voters and over 1 million polling
booths across rural,urban, remote, and conflict-prone regions.
Thé management of such a vast operation relies heavily on
well-functioningelection teams composed of presiding officers,
polling officerspolice personnel, Booth Level Officers (BLOs),
transpottyteains, and local volunteers. The success of the
eléctoral process is not merely a result of procedures and rules
but of strong group dynamics that allow diverse individuals to
coordinate smoothly under challenging conditions.

Election teams operate in high-pressure environments
where delays or miscommunication can affect voter turnout
or compromise neutrality. Groups must synchronise activities
such as setting up polling booths, managing queues, verifying
voter identity, ensuring law and order, and transmitting results.
According to the Election Commission of India’s General
Elections Report 2020, polling teams with strong internal
communication and mutual trust resolved on-ground conflicts
32% faster and recorded significantly fewer procedural errors.
Teams with a supportive internal culture were also more
effective at managing tense situations, such as crowd surges or
allegations of malpractice.
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Real examples highlight this importance. During the 2019
Lok Sabha elections in Kerala, a presiding officer team in
Wayanad used WhatsApp groups to coordinate transport
delays caused by heavy rain, ensuring polling began on time.
In Jharkhand, local volunteers helped police teams manage
long queues in Maoist-affected areas, showcasing the power of
community-based teamwork. Similarly, in Gujarat, well-trained
BLO networks enabled smooth voter verification in tribal
regions where digital connectivity was low.

The functioning of election teams demonstrates that
group cohesion, trust, and clear communication are critical
to administrative efficiency. In high-stress environments like
elections, well-coordinated groups outperform even well-
designed procedures, ensuringdtransparency, neutrality, and
smooth democratic functioning.

2.2.2 Communication

Communication’ 15 the foundation on which all group
processes operate in publie organisations. Chester Barnard,
in his classicwork The Functions of the Executive (1938),
argued that no Organisation can exist unless its members are
able 40 communicate «€ffectively. Communication enables
theftransmission of information, sharing of ideas, expression
ofl emotions, and coordination of decisions, all of which are
essential for public administrators who work in complex, multi-
layeredibureaticracies. Without clear communication, even the
most,well-designed policies can fail during implementation.

Communication in public administration is not merely about
sending messages, it is about achieving mutual understanding.
Whether it is a district collector issuing instructions to
departments, a health worker explaining vaccination procedures,
or a police team managing a crowd, the clarity and accuracy of
communication determine administrative efficiency. Effective
communication reduces ambiguity, improves cooperation, and
enhances public trust in government institutions.
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2.2.2.1 Types of Communication
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Fig. 2.2.1 Types of €ommunication
2.2.2.1.1 Formal Communication

Formal communication refers tothe flow of information
through officially recognised channels within the organisation.
» Flow of information It follows established rules, hierarchical structures, and

through officially documentation_\ procedures, making it predictable and

recognised channels authoritative. Public_orgafitsations depend heavily on formal
comimunication because it ensures accountability and clarity in
administrative actions.

Examples:

1., Circulars from the Ministry of Health, which provide
standardised instructions for disease surveillance or
vaccination campaigns.

ii. File movements in the Secretariat, where decisions
progress through notings, approvals, and signatures.

iii.  Police wireless messages, which communicate lawful
orders and public safety alerts.

iv. Official emails, used for departmental coordination,
policy communication, and record-keeping.

Characteristics of Formal Communication

1. Documented

Formal communication is always recorded in some form,
such as files, circulars, memos, office notes, email trails, or
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digital entries in e-office systems. This documentation serves
multiple purposes. First, it ensures transparency by creating
a verifiable trail of instructions, decisions, and approvals.
In public administration, where accountability to citizens,
legislatures, and audit bodies is essential, maintaining written
communication becomes a safeguard against ambiguity
and misuse of authority. Second, documentation supports
institutional memory. Officers often transfer frequently, and
recorded communication allows successors to understand
earlier decisions and maintain continuity. Third, documentation
helps during grievance redressal, vigilance inquiries, and Right
to Information (RTT) requests, as it provides concrete evidence
of what actions were taken and why.

Example: When a District Collgetor issues an order regarding
flood relief compensation, it is documented through a written
government order. This ensures that beneficiaries, auditors, and
future officers can verify the decision and its basis.

2. Structured

Formal communication follows a well-defined hierarchical
structure, ensuring information flows systematically from senior
officefs to subordinates:and vice versa. This structure is critical
in /governmefit 'systems where authority, responsibility, and
accountability are explicitly allocated. Messages travel through
designated channels, for example, when the Section Clerk drafts
a note, the,Section Officer reviews it, the Under Secretary clears
ityand senior officials approve it. The structured nature prevents
confusion, ensures that instructions carry legitimate authority,
anddavoids conflicts arising from bypassing hierarchy. It also
supports procedural fairness because every stage of decision-
making follows prescribed rules laid down in business rules,
office manuals, or departmental standing orders. Even during
urgent situations, the structure ensures clarity about who issues
instructions and who implements them.

Example: In the Secretariat, a policy note on school education
cannot directly jump from a junior clerk to the Principal
Secretary; it follows the structured communication ladder,
preserving order and responsibility.

3. Reliable

Formal communicationis considered highly reliablebecause it
passes through authorised channels and gets validated at multiple
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stages. This reduces the risk of distortion, misunderstanding,
or unauthorised alterations. Every communication—whether a
memo, an instruction, or an approval—carries signatures, dates,
filenumbers, or digital authentication, leaving very little room for
misinterpretation. Reliability is crucial in public administration,
where the accuracy of information affects budgeting, service
delivery, law enforcement, and public welfare schemes. Since
formal communication is vetted by officers at different levels,
it ensures that content is fact-checked, legally compliant,
and aligned with government objectives. Furthermore, the
reliability of formal communication provides confidence to
citizens, other departments, and external agencies interacting
with the government.

Example: Police wireless messages sent through authorised
channels are reliable because they, follow standard formats
and verification protocols, ensuring that field officers do not
misinterpret critical instructions related to law and order.

4. Slower

One of the major limitations of formal communication is its
slower speed. Beecause information must pass through multiple
layers’of administrativessérutiny, approvals, and documentation,
delays are common. Each file must be examined, commented
upon, and“cleared by different officers, which increases the
time\required dor decision-making. The slowness is more
pronouneedsin large bureaucracies where hierarchical levels
arfé many and workloads are heavy. While this delay ensures
careful examination, it sometimes hampers urgent actions or
realétime coordination. Digitisation through e-office systems
has reduced delays, but hierarchical approvals still take time.
In time-sensitive contexts—such as disaster response, election
emergencies, or health outbreaks—formal communication
alone may not be sufficient, which is why administrators often
supplement it with faster informal channels.

Example: A proposal for repairing a damaged bridge may take
weeks to move from the Public Works Department (PWD)
Section Officer to the Chief Engineer because of file reviews,
technical checks, and budget approvals, illustrating the slow
pace of formal communication.
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2.2.2.1.2 Informal Communication

Informal communication flows through personal
relationships, social interactions, and unofficial networks within
the organisation. It emerges naturally when employees discuss
work, share concerns, or clarify doubts. Although not officially
controlled, it plays a major role in improving cooperation and
internal cohesion.

Examples:

i.  Conversations in corridors that help officers share up-
dates about ongoing projects.

ii.  WhatsApp groups among@,staff, widely used in district
administrations for real-timecoordination.

iii. Peer discussions among clerks, nurses, or field staff to
clarify procedures.

Advantages of Informal Communication

1. Fast

Informal communication is significantly faster than formal
channels because it operates through direct conversations,
instant messagifig apps, or casual interactions. Employees can
share ‘information quickly without waiting for file movement
or hierarchical approval. In public administration, this speed is
crucial during fieldwork, emergencies, or daily coordination,
where immediate clarification can prevent delays. For example,
during vaccination drives, health workers often used informal
WhatsApp updates to coordinate crowd flow and resource
availability in real time.

2. Builds Relationships

Informal communication helps strengthen interpersonal
relationships among employees by encouraging open dialogue,
friendliness, and mutual trust. When staff interact freely
outside strict hierarchical boundaries, they develop a sense
of belonging and teamwork. This improved rapport creates
a more positive work environment and reduces workplace
tension. In government offices, for instance, informal tea-
break conversations often help officers from different sections
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understand each other’s challenges, improving cooperation
during inter-departmental projects and joint field duties.

3. Clarifies Doubts

Informal communication allows employees to clarify doubts
quickly and comfortably, especially when formal instructions
are lengthy or complex. Staff may hesitate to ask superiors
for clarification through official channels, but informal
conversations with peers or seniors make it easier to seek help.
This reduces errors and improves understanding of procedures.
For example, junior clerks in many district collectorates often
learn file drafting rules by informally consulting experienced
colleagues, making their work more accurate and efficient.

Risks in Informal Communication

1. Rumours

A major riskeof informal” commiunication is the spread
of rumours, as’ information\is shared without verification or
documentation. This can create confusion, mistrust, or panic
among employees, especially during sensitive administrative
periods “such as“transfefs, promotions, or policy changes.
Rumours may mnegatively affect morale or disrupt workflow.
For example, false informal messages about changes in election
duty,assignments have, at times, led to unnecessary anxiety
among pelling staff before official instructions were issued.

2. Misinterpretation

Because informal communication lacks structure, precision,
and written records, messages are easily misunderstood
or partially conveyed. Tone, assumptions, or incomplete
information may distort the original meaning, leading to
incorrect actions or expectations. In public administration, such
misinterpretation can cause operational problems, especially in
time-bound functions. For instance, a casually communicated
verbal instruction about revised meeting timings may be
misunderstood by field officers, causing delays or absenteeism
if the message is not interpreted correctly.

2.2.2.1.3 Verbal Communication

Verbal communication refers to the use of spoken words to
exchange information, clarify instructions, express emotions,
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or resolve issues. It is the most immediate and direct form of
communication because feedback is instantaneous, questions

» Direct form of-
communication

canbeasked, explanations can be offered, and misunderstandings
can be corrected in real time. Public administrators rely heavily
on verbal communication in situations demanding speed,

empathy, and clarity, especially when dealing with citizens or

frontline staff. Because tone, pace, and choice of words play a

vital role, verbal messages often carry emotional and relational
meaning that written communication cannot fully convey.

Applications of Verbal Communication

iié

iil.

Public Hearings: Verbal communication plays a crucial
role in public hearings where officials interact directly
with citizens to understand their problems, expectations,
and grievances. Spoken dialogue allows administrators
to ask follow-up questions, ¢larify ambiguous issues,
and assess the wutgency of complaints. The tone and
empathy demonstrated during these interactions strong-
ly influencefCitizen trust,in government. For example,
during Gram Sabhagiin Kerala, officials use open verbal
discussions to gather local insights, enabling more re-
sponsiveiand inclusive decision-making.

Emergency Responses: In emergencies such as fires,
floods, road accidents, or law-and-order situations, ver-
bal communication becomes indispensable because it
enables‘quick, clear, and actionable instructions. Fire-
fighters, police personnel, and disaster-management
teams rely on shouted commands, radio messages, and
rapid verbal coordination to save time and ensure safety.
A delay of even a few seconds can change outcomes. For
instance, during the 2018 Kerala floods, rescue teams
coordinated boat movement and evacuation routes pri-
marily through verbal and wireless communication.

Grievance Redressal: Verbal communication shapes
the quality of grievance redressal, as the tone, polite-

ness, and clarity of an officer’s speech directly affect
citizen satisfaction. Public grievances often involve
anxiety or frustration, and a respectful verbal response
can calm emotions and build confidence in the system.
Clear explanations also help citizens understand proce-
dures and timelines. In MeeSeva and e-District centres,
staff trained in effective verbal interaction report fewer
conflicts and higher satisfaction ratings from citizens
seeking government services.
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Example: During election training sessions, presiding officers
receive verbal briefings from Returning Officers and Master
Trainers. These spoken explanations allow trainees to ask
doubts, practice procedures, and understand critical steps such
as sealing Election Voting Machines (EVMs) or managing
queues, much more effectively than by reading rulebooks
alone. This demonstrates why verbal communication remains a
cornerstone of public administration.

2.2.2.1.4 Non-Verbal Communication

Non-verbal communication refers to all forms of
communication expressed without spoken words, including
gestures, facial expressions, eye contact, posture, tone of voice,
physical distance, and body movements. Mehrabian’s classic
research (1971) emphasised that'assmuch as 93% of emotional
meaning in interpersonal interactions is conveyed through non-
verbal cues rather than€aetual words.' This highlights how a
message is delivered can be more impactful than the message
itself.

In public administration, mon-verbal communication plays a
critical role because citizens often judge the fairness, empathy,
and professionalism,_of «officials based on behaviours they
observe ratherithan on formal statements. A respectful tone,
steady posture, and attentive body language convey sincerity
and build trust, gspecially when citizens are anxious, frustrated,
or vulnerabledMany interactions in government offices—such
assgrievance hearings, medical consultations, police inquiries,
or welfare verifications—require sensitivity, and non-verbal
cues‘help create a supportive environment.

Conversely, negative cues such as avoiding eye contact,
folded arms, sighing, dismissive gestures, or a harsh tone can
create perceptions of indifference or bias. Even if the verbal
message is correct, negative non-verbal behaviour can damage
public confidence and increase citizen dissatisfaction. This
makes non-verbal competence a core component of effective
public service delivery. Administrators who are aware of
their body language often handle conflicts better, calm tense
situations, and deliver decisions more professionally.

Case Example: Non-Verbal Behaviour in Public Hospitals

A study conducted at AIIMS, New Delhi (2019) observed
that patient satisfaction was significantly higher when nurses
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and medical staff displayed positive non-verbal communication.
Even when waiting times were long, behaviours such as smiling,
nodding, gentle gestures, and maintaining eye contact helped
patients feel respected and cared for. The study concluded that
non-verbal signals had a stronger impact on patient trust than
the content of verbal explanations.

For example, a nurse who explains a delay calmly with a
reassuring expression is likely to gain more patient cooperation
than a nurse who gives the same explanation hurriedly or with
irritation. These findings underline that the perceived quality of
public service, whether in hospitals, police stations, or welfare
offices, is shaped not only by policies and procedures but also
by the emotional signals conveyed during interactions. This
makes the mastery of non-verbal,communication essential for
all public administrators.

2.2 3 Barriers to Communication

Even in well-strictured,public¢erganisations, communication
doesnotalwaysflow smoothly. Barriers arise from organisational
design, personal attitudes, cultural differences, and technological
limitations. These barriers /distort messages, delay decisions,
createdmisunderstandingss and reduce administrative efficiency.
In public administration, where officials interact with citizens,
coworkersgfand multiple government agencies, communication
barriers can directly affect service delivery, grievance redressal,
and crisis,mafagement.

Barriers to communication may be structural (hierarchical
layefs, red-tapism), psychological (stress, prejudice, selective
perception), social (status differences, cultural norms),
or technological (poor connectivity, outdated systems).
Recognising these barriers is the first step toward building a
responsive and citizen-friendly administrative system.

2.2.3.1 Noise

Noise refers to any disturbance, both internal or external,
that interferes with the accurate transmission or interpretation
of a message. It can occur at any stage of the communication
process and may be physical, emotional, or semantic. In public
administration, noise is a common barrier because officials often
work in high-pressure, noisy, or fast-changing environments
where miscommunication is likely. Noise not only distorts
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information but can also lead to incorrect decisions, tension
between departments, and dissatisfaction among citizens.

2.2.3.1.1 Types of Noise in Public Administration

1. PHYSICAL NOISE 2. SEMANTIC NOISE
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Fig. 22:2Types of Noise in Public Administration

1. Physical Noise

Physical noise refers to external environmental disturbances
that interfere with the clear transmission or reception of a
message. In public administration, this is common in crowded
offices, busy hospitals, police stations, public grievance

=¥ Extx..amal ~ | counters, and field locations where officers interact with
epv1ronmental : citizens. Loud surroundings, traffic noise, overcrowded waiting
dlsmrbances = areas, or poor room acoustics can make it difficult for both
parties to hear and interpret information correctly. Even factors
like malfunctioning loudspeakers during public meetings or
disturbances during field inspections can disrupt communication.
Example: During election duty briefings in rural areas,
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presiding officers often struggle to hear instructions clearly
because sessions are held in noisy school halls or open
grounds. This sometimes leads to procedural errors on polling
day, demonstrating how physical noise affects administrative
accuracy.

2. Semantic Noise

Semantic noise occurs when misunderstandings arise due
to unclear language, unfamiliar terminology, or ambiguous
expressions used by the communicator. In bureaucracy,
many government terms such as “provisional approval,”
“notification  pending,”  “beneficiary  verification,” or
“routine transfer” may not be easily understood by citizens
or junior staff. Jargon-heawy communication creates
confusion and weakens service delivery, especially when
dealing with rural populations or first-time service seekers.
Example: A citizen applying for a' welfare scheme may
misinterpret “documents notinorder” agarejection, even though
the officer simply requites missing attachments. Similarly,
during health ¢ampaigns, technical terms like “comorbidities”
or “RT-PCR | threshold value” created confusion among
frontline staff duting COVID-19, showing how semantic noise
can hinder clarity.

3. Psychological Noise

Psychological noise arises from internal states such as
stféss, anxiety, emotional tension, prejudices, or preconceived
notions that distort how messages are sent or received. In
public organisations, officers often work under pressure,
which affects attentiveness and interpretation. Citizens
approaching government offices may also be anxious,
causing them to misunderstand clear instructions. Biases
such as assumptions based on caste, gender, socio-economic
background, or profession can further distort communication.
Example: A revenue officer dealing with land disputes may
misinterpret a farmer’s loud tone as aggression rather than
stress. Similarly, a citizen whose pension is delayed may fail to
understand an officer’s explanation due to emotional distress.
These psychological interferences often lead to escalations or
complaints that could have been avoided with empathy and
patience.
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4. Technical Noise

Technical noise occurs when communication is
disrupted by faulty or inadequate technology. In today’s
digital public administration environment, communication
depends heavily on internet connectivity, online
portals, video conferencing tools, wireless systems,
and telecommunication devices. Poor signal strength,
outdated hardware, software glitches, and malfunctioning
microphones can distort communication and delay decisions.
Example: During the COVID-19 pandemic, district-level
coordination meetings were frequently held online. Many field
officers faced poor internet connectivity in rural areas, causing
broken audio, frozen video, or dropped calls. This forced them
to miss crucial updates on bed availability, oxygen supply, or
containment protocols, demonstrating how technical noise can
directly impact public safety and administrative coordination.

Noise, therefore, is more than a minor disturbance; it is a
major obstacle that campundermine administrative efficiency,
accuracy, and public trust. Effective communication requires
identifying these disruptions and adopting clear, simple, and
well-supported ehannels to minimise their impact.

Example: Cyc€lone Warning Communication Failure
(Odisha, 1999)

Theyl999 Odisha Super Cyclone is one of India’s most tragic
examples of communication failure in disaster management.
Although meteorological alerts were issued in advance, the
warnings did not effectively reach many coastal and fishing
cofmmunities. Amajor problem was that semantic noise messages
were delivered in English and technical meteorological terms,
which local residents could not understand. Additionally,
technological noise played a critical role, as several radio
towers, telecommunication lines, and public address systems
malfunctioned due to heavy winds and inadequate maintenance.

Many villages received vague or late information, leaving
people unsure about the severity of the approaching cyclone. As
a result, thousands continued fishing or stayed in unsafe homes
rather than moving to shelters. The lack of clear, local-language
communication contributed to an enormous human toll of over
10,000 deaths, according to government reports. This tragedy
led to significant reforms, including multilingual early-warning
systems, improved radio networks, community volunteers, and
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the establishment of the Odisha State Disaster Management
Authority (OSDMA). The case illustrates how communication
barriers can directly influence public safety and administrative
effectiveness.

2.2.4 Grapevine

The grapevinereferstotheinformal,unofficial communication
network that exists naturally within every organisation. Unlike
formal channels, the grapevine flows freely without hierarchy,
often moving through friendships, social groups, or shared
workspaces. In public administration, the grapevine is powerful
because government offices are highly social environments
where employees exchange information quickly. Sometimes,
even before formal orders areqissued. While the grapevine
cannot replace official communiecation, it strongly influences
morale, attitudes, and organisational‘climate.

2.2.4.1 Characteristics of'Grapevine Communication

1. Fastest Communication Route

The grapevine,spreads information much faster than formal
chann@ls because it,,us€s personal connections and casual
comversationst Employees often share news during tea breaks,
in|corridors, or through WhatsApp groups, allowing messages
to circulate instantly. In large government departments, where
files take tim€ to move, informal networks often carry updates
before official memos arrive. This speed makes the grapevine
an important but unpredictable communication source.

2. Can Carry Rumours

A major drawback of the grapevine is its vulnerability
to rumours and misinformation. Since the communication
is informal and unregulated, facts often get mixed with
assumptions, leading to exaggerated or distorted messages.
In public offices, rumours about transfers, promotions, or
administrative changes can cause anxiety among staff. If not
addressed early, rumours can lead to confusion and reduce trust
in formal communication.

3. Often Accurate but Unverified

Interestingly, grapevine information is frequently accurate
because it reflects real-time discussions, observations, or
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insider knowledge. However, it remains unverified since it does
not pass through official scrutiny or documentation. Employees
may learn about upcoming policy changes, new schemes, or
administrative decisions through the grapevine before receiving
formal notification. The challenge lies in distinguishing genuine
insights from unconfirmed speculation.

4. Reflects Employee Sentiments

The grapevine is a mirror of employee feelings, concerns,
and workplace culture. It reveals what employees discuss
privately, whether they feel motivated, threatened, confused,
or enthusiastic about organisational developments. For
administrators, understanding the grapevine is useful for
gauging morale and identifying, emerging problems. When
employees discuss issues informally, it signals topics that may
need managerial attention.

Example in the Public Sector

When a /state government considers restructuring
departments, such as merging welfare boards, creating new
districts, or inttoducing digital systems, information often
spreads rapidly through«dnformal networks long before official
anpouncementsy, Clerical staff might learn about potential
repostings from colleagues in other offices; nurses may hear
about new shift/patterns through peer groups; police personnel
often "discus§ transfer possibilities in informal WhatsApp
gif€les. This can reduce anxiety if the information is positive
or clearly communicated, but it may also escalate panic when
employees fear job changes or workload increases. Effective
leaders monitor grapevine conversations and provide timely
formal clarification to prevent misinformation from affecting
administrative morale.

2.2.5 Behavioural Barriers

Behavioural barriers arise from human emotions, attitudes,
personality traits, and interpersonal dynamics that interfere with
effective communication. Unlike structural or technological
barriers, behavioural barriers are subtle and often unintentional,
yet they have a powerful impact on organisational functioning.
In public administration, where teamwork, coordination,
and citizen interaction are central, behavioural barriers can
delay decisions, increase conflict, and reduce administrative
efficiency. Understanding these barriers helps administrators
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develop emotional intelligence and foster healthier workplace
communication.

2.2.5.1 Common Behavioural Barriers

1. Lack of Trust

When individuals do not trust one another, communication
becomes guarded, incomplete, or distorted. Employees may
withhold information, suspect motives, or avoid collaboration,
making group functioning difficult. In government offices, a
lack of trust between senior and junior staff often leads to delays
in file movement or hesitation in sharing honest feedback.
Trust is essential for smooth coordination, especially in multi-
departmental projects.

2. Status Differences

Public organisations have¢lear hierarchies, and differences in
rank or authority«an create communication gaps. Subordinates
may feel intimidated and“avoid expressing concerns openly,
while senior officials may assume that lower-level staff should
simply follow imstructions/This reduces upward feedback and
prevents problems fromybeing addressed early. Status distance
is foften higheryin traditional bureaucratic settings, making
communication formal and strained.

3. Prejudices and Stereotypes

Preconceived notions based on caste, gender, class, region,
or profession create biased interpretations of communication.
Stereotypes influence how messages are received, for example,
assuming field workers are “careless” or citizens from certain
communities are “demanding.” Such biases lead to unfair
treatment, misjudgement, and tension within teams. In public
service, overcoming stereotypes is essential for equity and
ethical governance.

4. Poor Listening Habits

Poor listening occurs when individuals interrupt, ignore
details, draw premature conclusions, or listen only to respond
rather than understand. This leads to miscommunication and
errors, especially in procedural tasks or citizen-facing services.
In public administration, where instructions must be precise,
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poor listening can cause operational mistakes. Effective
listening is, therefore, a crucial administrative skill.

5. Aggressive or Rude Behaviour

Aggressive communication, such as shouting, sarcasm, or
dismissive comments, creates a hostile work atmosphere and
discourages open dialogue. Employees may become fearful or
defensive, reducing cooperative problem-solving. In public-
facing offices, rude behaviour damages institutional reputation
and erodes citizen trust. Maintaining courtesy and composure is
essential for service delivery.

6. Emotional Outbursts

Strong emotions such as anger, frustration, or anxiety disrupt
rational communication. When individuals react emotionally,
they may misinterpret messages, respondimpulsively, or escalate
conflicts unnecessarily. Publie-sector work often involves high
stress, making emotional eontrolieritical. Training in emotional
intelligence helps administrators manage pressure effectively.

Example: Municipal Office Interdepartmental Conflict

In many ufban local bodies, behavioural barriers severely
affect coordination between engineering, health, sanitation,
and finance departments. For instance, engineering staff may
perceive, finahce officers as “obstructionist,” while finance
teams may view engineers as “overspending” or “impatient.”
These mutual perceptions create ego clashes, reluctance to
share information, and avoidance of joint meetings. As a result,
mfrastructure projects like road repairs, water supply upgrades,
and drainage work often get delayed not due to technical
challenges but because interpersonal mistrust and status-based
communication gaps block smooth collaboration. Addressing
these behavioural barriers through team meetings, transparency
measures, and leadership intervention significantly improves
municipal performance.

2.2.6 Overcome Gommunication Barriers in Public
Administration

Effective communication is vital for smooth governance,
coordination, and citizen service delivery. Public organisations
face structural, behavioural, and technological barriers, but
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these can be overcome through deliberate administrative
practices. The following strategies help improve clarity, reduce
conflict, and strengthen institutional trust.

1. Use Simple, Clear Language

Public administrators must avoid technical jargon and
use straightforward language to ensure their messages are
understood by colleagues, frontline workers, and citizens. Clear
instructions reduce operational errors and improve compliance.
For example, during COVID-19, district administrations
that used simple, step-by-step public advisories saw better
citizen response than those issuing highly technical bulletins.
Clarity increases accessibility and reduces the chances of
misinterpretation.

2. Encourage Feedback

Feedback allows administrators to confirm whether the
message was gorrectlyn received«and understood. When
employees or €itizens are invited to ask questions, it reduces
assumptions and helps identify gaps in communication.
Regular feedback sessiong in departments, such as weekly
review meetings, improveé mutual understanding. This approach
strgngthens aculture of openness and continuous improvement.

3. Premote Transparency to Reduce Rumours

Transparency  reduces dependence on  grapevine
communication and minimises rumours that can cause anxiety
amofnig employees. When leadership communicates decisions
pfomptly and clearly, informal speculation declines. Public
departments that publish circulars or FAQs on time experience
fewer misunderstandings. Open dissemination of information
builds organisational trust and stability.

4. Train Employees in Active Listening

Active listening helps staff understand messages fully
before responding. It reduces conflicts caused by assumptions
or incomplete attention. Workshops on listening techniques,
such as paraphrasing, maintaining eye contact, and avoiding
interruptions, improve workplace relationships. In citizen-facing
offices, active listening greatly enhances service satisfaction.
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5. Use Multilingual Communication for Citizens

India’s linguistic diversity requires public institutions to
communicate in multiple languages to ensure inclusivity.
Notices, public campaigns, and digital messages should be
available in regional languages for wider reach. Government
programmes such as Swachh Bharat and Digital India achieved
higher participation where multilingual materials were used.
Multilingual communication prevents exclusion and increases
policy effectiveness.

6. Adopt Digital Tools

Using digital platforms like official emails, dashboards,
e-office systems, and verified WhatsApp groups helps
streamline communication and“reduce delays. Digital tools
provide documentation, real-time updates, and transparency.
For example, many state(Secretariats use\e-file systems to track
file movement, reducing ‘the communication gap between
departments. Technology. strengthens’ reliability and reduces
physical barrierS.

7. Develop Emotional Intelligence Among Administrators

Emotional dntelligence enables administrators to manage
stress, undetstand, others’ emotions, and communicate calmly
in'difficult situations. Training in empathy, self-awareness,
and “conflict_aanagement helps reduce behavioural barriers
such as anger, prejudice, and misinterpretation. Administrators
with' high emotional intelligence handle citizen grievances
and dnterdepartmental issues more effectively. This enhances
workplace harmony and service delivery.

8. Encourage Cross-Departmental Meetings

Cross-departmental meetings break silos and create shared
understanding among teams. Joint discussions allow officials
from engineering, finance, health, and planning departments to
coordinate their efforts and avoid duplication. Such interactions
reduce status barriers and clarify expectations across units. Many
successful urban governance initiatives, such as Smart City
Missions, depend on regular interdepartmental coordination
meetings.

o

SGOU - SLM - MA Public Administration - Organizational Behaviour 139




sSummarized Overview

/

This unit focuses on the central role of group dynamics and communication in
public administration, emphasising how group behaviour, communication flows, and
interpersonal processes influence administrative efficiency. The unit begins by explaining
the concept, importance, and practical relevance of group dynamics through organisational
examples and public-sector case studies. It highlights how formal and informal groups
shape coordination, decision-making, innovation, and organisational culture. The unit
then explores communication in detail, including formal, informal, verbal, and non-
verbal modes, along with their relevance to administrative functioning. Attention is also
given to barriers such as noise, behavioural constraints, and technological challenges,
supported by real administrative failures like the Odisha Super Cyclone (1999). The
unit concludes with strategies for overcoming communication barriers through clarity,
feedback, transparency, multilingual communication, emotional intelligence, and digital
tools. Collectively, the unit equips learners with the behavioutal and communicative
competencies required for effective teamwork and gevernance in‘the public sector. /

<=

Self-Assessment
—:

\

Explain the concept of group dynamigs as introduced by Kurt Lewin and discuss
its importance in public administration withssuiitable examples.

2. Distinguish between formal and informal groups in public organisations, high-
lighting their functions ‘and impact o administrative performance.

3. Describe the¢ differentitypes of communication used in public administration and
analyse their advantages and limitations.

4. What are the majombarriers to communication in public organisations? Provide
real administrative examples to support your answer.

5. Discuss the role of non-verbal communication in public service delivery and ex-
plain how it influences citizen trust and administrative effectiveness.

S =4

Assignments

1. Visit a local government office or public institution and observe the functioning
of a formal group or committee. Prepare a report analysing roles, communication
patterns, and group dynamics.
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Conduct an audit of formal and informal communication flows within a chosen

public-sector organisation and identify gaps or barriers.
3. Examine a real disaster or administrative incident (e.g., Odisha Super Cyclone,
1999) and analyse how communication barriers contributed to administrative
failure.
4. Design a role-play based on a citizen grievance scenario and assess the impact
of verbal and non-verbal communication on service outcomes.
5. Create a proposal for integrating digital tools (e-office, email, dashboards,
WhatsApp groups) to streamline communication in a district or municipal of-
\ fice. /
Reference
/ 1. Barnard, C. L. (1938). The functions of the executive. Harvard University Press.
2. Lewin, K. (1947). Frontiers in group.dynamies. Human Relations, 1(1), 5-41.
3. Robbins, S. P., & Judge, T. A. (2019). Organisational behavior (18th ed.). Pear-
son.
4. Luthans, F. (2011). Organiizational behavio¥: An evidence-based approach (12th
ed.). McGraw-Hill.
5. Newstrom, J. W, (2017). Organizational behavior: Human behavior at work
(14th ed.). Me¢Graw-Hill:
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Space for Learner Engagement for Objective Questions

Learners are encouraged to develop objective questions based on the content in the
paragraph as a sign of their comprehension of the content. The Learners may reflect on the
recap bullets and relate their understanding with the narrative in order to frame objective
questions from the given text. The University expects that 1 - 2 questions are developed for
each paragraph. The space given below can be used for listing the questions.
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Group Behaviour

| Learning Outcomes

After completing this unit, the learners will be able to:

» explain the concepts, properties, and significance of gralips in organisational

functioning, particularly in public-sector environments
» comprehend the role of teamwork in improving
problem-solving, and public service deli
» analyse major leadership theories and pply them to real admin-
istrative situations

* describe the Managerial Gri el to

pathways to improve citizen-focu d team-based leadership effective-

ness

I Backgroun

Modern public-sector sations, from municipal bodies and district administrations
to national-level 1nst1tut10ns function primarily through groups rather than individual
effort. Studies in organisational behaviour show that nearly 70-80% of administrative
tasks in government settings require coordinated group action, whether in disaster
management teams, health-care units, election machinery, or policy committees. In
India, large-scale public programmes such as the General Elections (with over 10 million
personnel involved), the 2020 COVID-19 surveillance teams, and mass vaccination
drives covering more than 1.8 billion doses have demonstrated that effective group
behaviour, teamwork, and leadership are essential for administrative success. Groups
influence communication flow, morale, decision-making, coordination efficiency, and
ultimately the quality of services delivered to citizens.

As public administration becomes increasingly complex due to digital governance,
rapid urbanisation, citizen participation, and multi-stakeholder programmes, the need
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to understand how groups function has grown significantly. MBA students preparing
for administrative, managerial, or development-sector roles must therefore develop the
ability to analyse group dynamics, manage teams, and adopt leadership styles suited
to diverse and high-pressure environments. This unit provides that foundation by
explaining the behaviour of groups, the importance of teamwork, and the relevance of
leadership theories and models such as the Managerial Grid in strengthening public-
sector efficiency and accountability.

Group behaviour, teamwork, leadership styles, Managerial Grid, public administration

v

» Two or more e
individuals who
interact regularly,
share common
objectives, and
coordinate their
efforts through
interdependent roles
and mutual influence

Public organisations from district administration and
municipal corporationsy,.to ‘state secretariats and national
institutions, fufiction through groups rather than isolated
individuals. Whether it is{an emergency response team, a
hospital ward wnit, an election management team, or a policy
drafting”committee, group behaviour shapes organisational
outéomes. Understanding how groups operate, why teamwork
matters, and howleadership influences group performance is
essential for effective governance and administrative efficiency.

2.3.1 Meaning of Group in Organisations

In' organisational settings, a group refers to two or more
individuals who interact regularly, share common objectives,
and coordinate their efforts through interdependent roles and
mutual influence. Robbins and Judge (2019) describe a group
as a social unit in which members not only work together
but also perceive themselves as part of a collective, guided
by shared norms, expectations, and responsibilities. Groups
form the backbone of organisational functioning because most
administrative tasks, such as planning, budgeting, implementing
programmes, and resolving public issues, require collaborative
action rather than isolated work. In public-sector organisations,
groups often operate in dynamic, high-pressure environments,
where clear communication, trust, role clarity, and coordination
are essential for achieving policy goals and ensuring efficient
service delivery.
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» Emerge informally
or be formally

Examples of Groups in Public Administration

i. District Disaster Management Team: Constituted
under the Disaster Management Act, 2005, this group
includes the District Collector, police officers, medi-
cal officers, engineers, and community representatives
who coordinate rescue, relief, and rehabilitation efforts
during disasters.

ii. Police Anti-Trafficking Unit: A specialised group
within state or district police formed to investigate traf-
ficking cases, work with NGOs, rescue victims, and
coordinate legal procedures. Their success depends on
close cooperation among officers, social workers, and
legal experts.

iii. Panchayat-Level, Water Management Committee:
Formed at the village level to monitor water usage,
maintain localinfrastrueture, and plan conservation ac-
tivities. This group works'¢éllectively to ensure sustain-
able water management through community participa-
tion.

ive  Hospital Infection-Control Committee: A multidisci-
plinafy group comprising doctors, nurses, microbiolo-
gists, and administrative staff responsible for enforcing
infectiofi-prevention protocols, monitoring outbreaks,
andtraining hospital personnel.

2.3.1.1 Properties of a Group

1. Norms

Norms refer to the shared rules, expectations, and
behavioural standards that guide how members act within a
group. These norms may emerge informally or be formally
established through procedures, codes, or organisational
culture. They create predictability, reduce conflict,
and help members align with collective expectations.
Example: In IAS district planning committees, norms such as
punctuality, preparation through documentation, and evidence-
based decision-making shape the efficiency and seriousness
with which development proposals are evaluated.
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» Clear role allocation
reduces ambiguity

> Stems from seniority,
expertise, rank,
or respect earned
through performance

> Enhances trust,

morale, and
coordination

> Affects participation,
decision-making,
creativity, and speed
of work

~

2. Roles

Roles define the specific functions, responsibilities, and
expected behaviours assigned to each member in a group. Clear
role allocation reduces ambiguity, enhances coordination,
and ensures that tasks are performed by individuals with
appropriate expertise. When roles are well understood, groups
respond faster and more accurately to organisational needs.
Example: In a Primary Health Centre (PHC), the doctor acts
as the clinical leader, the nurse handles patient care and triage,
the pharmacist manages medicine storage and distribution,
and the ASHA worker focuses on community outreach and
mobilisation.

3. Status

Status refers to the relative social or professional standing a
member holds within théxgroup. Higher-status members often
have greater influence overdecisions, communication flow, and
conflict resolutiong’Status, may stem £rom seniority, expertise,
rank, or respect€arned through performance. Example: In police
field teams or investigative units, senior officers’ suggestions are
typically given priority, shaping the direction of case strategy
and opetational planning.

4. Cohesiveness

Cohesiveness is the degree to which group members
feel connected, unified, and motivated to remain part of
the “group. High cohesiveness enhances trust, morale,
coordination, and voluntary cooperation, especially during
high-pressure tasks. Cohesive groups are more committed
to shared goals and demonstrate lower conflict and turnover.
Example: Kerala’s local government sanitation teams displayed
strong cohesiveness during the 2018 Nipah virus outbreak,
enabling rapid containment efforts through mutual support and
clear internal communication.

5. Size

Groupsizesignificantlyaffectsparticipation,decision-making,
creativity, and speed of work. Smaller groups tend to be quicker,
more cohesive, and easier to coordinate, whereas larger groups
offer broader perspectives and greater knowledge diversity. The
choice of size depends on the complexity and purpose of the task.
Example: A five-member audit team can efficiently conduct field
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» Pathways and -
methods through
which information -
flows

» Clear and measurable
goals

» Collective action

inspections, while larger advisory committees are more suitable
for policy-level consultations involving multiple stakeholders.

6. Communication Patterns

Communication patterns refer to the pathways and methods
through which information flows within the group, including
vertical, horizontal, formal, informal, and digital channels.
Effective communication patterns ensure clarity, reduce
errors, and improve coordination, especially in time-sensitive
administrative situations. Groups with multiple communication
channelsarebetterabletorespondtocrisesorevolvingconditions.
Example: Election Commission teams oftenrely on simultaneous
communication routes such as official memos, wireless sets,
WhatsApp groups, and control toom updates to guarantee rapid
and accurate information transfer daring polling.

7. Group Goals

Group goals define the shared purpose or outcomes that
members colle€tively striveto achieve. Clear and measurable
goals provide direction, promote accountability, and motivate
members toward, coordinated action. When goals are well-
defined, groups canpevaluate progress and adjust strategies
efféctively. Example: A municipal solid waste management
team may Set a farget to reduce landfill load by 40% through
segregation, composting, and decentralised waste processing
initiativess

2.3.1.2 Role of Groups in Public Administration

Groups are indispensable to public administration because
most governmental functions require collective action rather
than individual effort. They support problem-solving by
bringing diverse knowledge, experiences, and perspectives
together, which helps generate more comprehensive and
practical solutions to administrative challenges. Groups also act
as a coordinating mechanism, ensuring that complex tasks such
as large-scale events, national programmes, or crisis responses
are executed in a structured and synchronised manner. In public
systems where multiple departments interact, groups help
manage conflicts, facilitate interdepartmental consultations,
and strengthen participatory governance through committees,
councils, and task forces.
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1. Problem-Solving

Groups enable systematic brainstorming, allowing members
from different functional backgrounds to propose solutions that
are richer than those generated individually. This is especially
useful in government settings where social, economic, and
technical issues intersect. Joint problem-solving also improves
acceptance of decisions among stakeholders.

2. Coordination

Large-scale public events and missions such as the Kumbh
Mela, general elections, census operations, and disaster
responses require dozens of departments to work together.
Groups ensure that responsibilities are clearly divided, timelines
are synchronised, and decisions‘ate communicated uniformly.
This coordinated group functioning reduces errors and enhances
operational efficiency.

3. Conflict Resolution

Committees and working groups provide structured platforms
for addressing'conflicts between departments, communities, or
stakehelders. They, facilitate dialogue, negotiate interests, and
help reach consensus on issues such as land acquisition, service
distributiond and resource allocation. Their collective approach
helps maintain administrative neutrality and fairness.

4aDecision-Making

Task forces, advisory panels, and expert committees bring
together specialised knowledge from health, law, engineering,
finance, and social sectors. Such multidisciplinary decision-
making helps government bodies evaluate issues holistically
and reduces the risk of biased or incomplete judgments. This
leads to more informed and credible administrative outcomes.

5. Service Delivery

Public services such as healthcare, policing, education, public
transport, water supply, and sanitation rely heavily on group-
based functioning. Frontline teams work in interconnected units
where every role contributes to the overall citizen experience.
Effective group coordination directly improves service quality,
responsiveness, and coverage in the field.
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» Enhance efficiency,
encourage
specialisation, and -
support collaborative
governance

2.3.1.3 Importance of Groups

Groups are vital to public organisations because they enhance
efficiency, encourage specialisation, and support collaborative
governance. When responsibilities are distributed according to
skill and expertise, administrative processes become faster and
more reliable. Groups also enhance accountability by ensuring
that decisions are transparent and shared, reducing individual-
level errors or biases. Furthermore, group support systems help
reduce burnout, especially in high-pressure roles like policing,
disaster management, and healthcare.

1. Improve Administrative Efficiency

Groups streamline complex tasks by dividing them into
manageable functions and coordinating efforts across members.
This reduces duplication of work“and accelerates decision-
making.

2. Enable Specialisation'ThroughRole Distribution

By assigningroles according to expertise, like legal, technical,
financial, or field operations, groups enhance competence and
outputequality. Members{ contribute their strengths, making
admiinistrativedactions more professional and precise.

3. Enhance Accountability

Group-based decisions undergo peer review and internal
scrutiny, reducing the chances of arbitrary action. Collective
responsibility improves transparency and strengthens procedural
faifness.

4. Strengthen Collaborative Governance

Groups open space for participation from citizens, civil
society, technical experts, and departmental representatives.
Shared governance leads to better policy acceptance and
improved trust in public institutions.

5. Improve Morale and Reduce Burnout

Supportive groups provide emotional backing and workload
sharing, which is crucial in stressful public roles. This enhances
employee satisfaction and reduces turnover.
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» Coordinated and
cooperative efforts

6. Facilitate Innovation and Adaptability

Groups encourage idea-sharing and experimentation,
especially in mission-mode initiatives. Multidisciplinary teams
adapt faster to crises and technology-driven reforms.

Case Study: Chennai Corporation COVID-19 “Fever
Survey Teams” (2020)

During the first wave of COVID-19 in 2020, the Greater
Chennai Corporation launched an extensive “fever surveillance”
programme to detect early symptoms and isolate cases before
transmission escalated. Over 12,000 field workers were
deployed across the city in small neighbourhood-level groups
comprising public health nurses, sanitary inspectors, volunteers,
and local representatives. Eachyteam followed clear micro-
plans: door-to-door symptom cheeks, rapid referral to clinics,
and real-time data reporting through mobile applications.
The high cohesiveness Of these teams, ¢ombined with clearly
defined roles and daily coordination/meetings, enabled the
early identificatiofi of clusters in densé urban zones. As a result,
Chennai’s posifivity rate, which was among the highest in early
June 2020, witnessed a significant decline by mid-2020. The
success of theseiteams demonstrated how coordinated group
behayiour can transformi'local public health outcomes during
a cfisis.

2.3.2 Teamwork

Teamwork refers to the coordinated and cooperative efforts
of individuals who work interdependently to achieve shared
goals that cannot be accomplished effectively by working
alene. In public administration, teamwork is essential because
government tasks often involve complex social, economic,
and infrastructural challenges that require collective expertise.
Effective teams combine diverse skills, perspectives, and
responsibilities, leading to faster problem-solving and
more reliable service delivery. When teamwork is strong,
administrative units function smoothly, adapt quickly to crises,
and maintain high levels of public trust.

2.3.2.1 Importance of Teamwork in Public
Administration

1. Complex Tasks Require Collaboration

Many public challenges such as urban flooding, disaster
management, epidemic control, traffic regulation, and welfare
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delivery, are multidimensional and cannot be handled by a
single department. Teamwork brings together engineering,
health, revenue, police, and local bodies to create integrated
solutions. Without such collaboration, government responses
become fragmented and inefficient.

> Create integrated
solutions

2. Faster Decision-Making

Teams allow information to move quickly across members,
reducing administrative delays. When roles and responsibilities
» Reducing - are clear, teams can take collective decisions without passing

administrative delays | every issue through lengthy hierarchical channels. This is

- especially critical during emergencies, elections, or time-bound
development projects.

3. Better Public Service Delivery

Coordinated teamwork improves the quality, speed, and
reliability of services delivered to citizens. For instance, when
» Coordinated doctors, nurses, phasmacists; and community health workers

teamwork function as a coh@sive teamy,the patient’s journey from diagnosis
to treatment and follow-up 18 seamless. Such integrated service
benefits are difficult to achieve when individuals work in
isolations

4./Enhances Trust and Cooperation

Teamwork fosters interpersonal relationships, mutual respect,

and sharedsrésponsibility. Members become more willing to

’ Fost.ers in‘Ferpersgnal stppert one another, ask for help, and share resources, leading to

relationships ) a positive administrative culture. This cooperative environment

reduces workplace conflicts and strengthens organisational
cohesion.

5. Reduces Workload and Stress

Public administration roles, especially policing, disaster
response, emergency health care, and municipal services,
> Shared responsibility | are physically and emotionally demanding. When tasks are
distributed across a team, the burden on individuals reduces
significantly. Shared responsibility not only lowers stress but
also prevents burnout and improves long-term performance.

6. Promotes Innovation
» Community-centric

: Diverse teams generate more creative ideas than individuals
solutions

working alone. Collaboration enables brainstorming,
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experimentation, and adaptation based on field realities.
Many administrative innovations emerge when team members
combine technical knowledge with local insights, leading to
practical and community-centric solutions.

Example: Mission Kakatiya (Telangana)

Mission Kakatiya is a notable example of teamwork driving
large-scale rural development. Launched by the Government
of Telangana, the programme aimed to restore nearly 46,000
irrigation tanks that had deteriorated over decades. Its
success depended on coordinated teamwork among irrigation
engineers, panchayat staff, self-help group (SHG) members,
farmers’ associations, and local volunteers. Engineers handled
technical restoration, while gpanchayat teams managed
community mobilisation and local, logistics; SHG members
assisted with record-keeping, awareness campaigns, and labour
coordination. The collective effort revived tank ecosystems,
improved groundwater rechasge, and/significantly increased
agricultural productivityyacrosspriral Telangana. Mission
Kakatiya demonstrates how well-organised teamwork can
transform natural resource management and deliver measurable
socio-economic impact.

2.3.3 Leadership

Leadership refers to the ability to influence, guide, and
motivate,individuals or groups toward achieving organisational
goals (Northouse, 2018). In public administration, effective
leadership is fundamental because government systems operate
in dynamic environments involving multiple stakeholders,
political pressures, and complex social challenges. Public-sector
leaders shape governance quality, institutional reforms, service
delivery efficiency, and citizen trust. Whether managing crises,
implementing welfare schemes, or improving organisational
culture, leadership plays a central role in determining the
success and legitimacy of administrative actions.

2.3.3.1 Leadership Models Relevant to Public
Administration

1. Trait Theory

Trait Theory proposes that leaders possess certain
inborn qualities, such as confidence, intelligence, integrity,
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> Innate personality
attributes

» Observable actions
and behaviours of
leaders

» Nosingle leadership
style works in all
situations

perseverance, and communication skills, that predispose them
to leadership roles. This model suggests that leadership is more
about innate personality attributes than acquired skills. While
the theory helps identify desirable leadership characteristics,
it has limitations because it overlooks the influence of
organisational culture, training, and situational demands. In
public administration, many effective leaders develop their
abilities through experience rather than being “born leaders,”
highlighting the theory’s partial applicability.

2. Behavioural Theories

Behavioural theories shift the focus from inherent traits
to observable actions and behaviours of leaders. According
to this perspective, leadership gffectiveness depends on what
leaders do, such as their ability to plan, communicate, motivate,
delegate, and build relationships. Twe,influential behavioural
styles are:

» Task-oriented? leadership, “which~ emphasises structure,
deadlines, procedures, and productivity.

» Relationship-oriented leadership, which focuses on empa-
thy, support, team morale, and interpersonal trust. In public
administration, asbalanced approach is crucial because offi-
cers mustimeet deadlines while maintaining strong relation-
ships with employees and citizens.

3. Contingency Theories

Contingency theories argue that no single leadership style
works in all situations; effectiveness depends on context, task
complexity, team characteristics, and environmental pressures.
Public administrators often shift their leadership approach
based on urgency and stakeholder involvement. For example,
a District Collector may adopt an authoritarian style during
disaster response, where quick decisions are crucial, but use a
participative or consultative style during policy formulation,
where community input is vital. These theories recognise the
need for flexibility in administrative leadership.

4. Transformational Leadership

Transformational leadership involves inspiring followers
by articulating a compelling vision, fostering innovation,
building trust, and encouraging personal and organisational
growth. Transformational leaders focus on long-term change
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» Long-term change
rather than routine
task completion

> Effectively in large
bureaucratic systems

» Practical tool for
assessingand S
improving leadership
approaches )

rather than routine task completion, making them ideal for
reform-oriented public administration. A notable example is
E. Sreedharan, whose visionary leadership at the Delhi Metro
Rail Corporation (DMRC) transformed not only the project’s
execution but also institutional culture through discipline,
transparency, and ethical professionalism. Such leadership
leads to high motivation, improved performance, and sustained
organisational excellence.

5. Transactional Leadership

Transactional leadership emphasises structured tasks, clear
expectations, and the use of rewards and penalties to ensure
compliance. This model works effectively in large bureaucratic
systems where rules, procedures, and measurable outcomes
are important. In Indian public “administration, transactional
elements are visible in performance-based evaluations,
Key Performance Indicators (KPIs), wigilance mechanisms,
and reward structures for ‘high-performing teams. While
transactional leadership ensures dis€ipline and consistency, it
may not promote innovation unless paired with transformational
elements.

2.3 AManagerialGrid‘Model (Blake and Mouton, 1964)

The Managerial Grid Model developed by Blake and
Mouton (1964)/4s one of the most influential frameworks for
understanding  leadership behaviour in organisations. The
model evaluates leaders on two key dimensions - Concern for
People and Concern for Production/Task, each rated on a scale
from 1 (low) to 9 (high). By plotting these dimensions on a
grid, the model identifies five core leadership styles that reflect
how leaders balance employee welfare with organisational
goals. In public administration, where service delivery depends
on both human sensitivity and operational efficiency, the grid
provides a practical tool for assessing and improving leadership
approaches.

2.3.4.1 Two Dimensions of the Grid

i. Concern for People (1-9)

This dimension reflects the extent to which a leader values
employees’ needs, well-being, motivation, and development. A
high score indicates a people-sensitive leader who prioritises
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» Minimal concern for
both employees and
work outcomes

relationships, communication, and morale, while a low score
indicates minimal attention to staff welfare. In government
settings, concern for people is crucial because officers often
work with diverse teams facing stress, public pressure, and long
hours.

ii. Concern for Production/Task (1-9)

This dimension measures how strongly a leader focuses on
performance, targets, procedures, and administrative results.
A high score indicates an emphasis on efficiency, deadlines,
and output, while a low score reflects weak task orientation.
In public administration, task concern becomes critical during
missions such as elections, census operations, disaster relief,
and health campaigns.

2.3.4.2 Five Main Leadership Styles

HIGH COMNCERN FOR PRODUCTION

d 8N N -

B COUNTRY CLUB TEAM
MANAGEMENT - MANAGEMENT

7 ! |
—t MIDDLE-OF-THE-ROAD
& MANAGEMENT

IMPOVERISHED AUTHORITY-COMPLIANCE
E; MANAGEMENT MANAGEMENT

1 m
Low 1 2 3 g 5 G ¥ g 9 HIiaH

Fig. 2.3.1 Managerial Grid

CONCERN FOR PEOPLE

Below is an expanded description of each style with improved
public-sector examples.

Impoverished Management (1.1, Low People—Low Task)
Leaders with this style show minimal concern for both

employees and work outcomes. They avoid responsibility,
rarely intervene in problems, and contribute little to team
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> Service delays-
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motivation or organisational progress. Such leadership often
leads to inefficiency, demoralisation, and administrative
delays. Example: A disengaged office head who avoids making
decisions, neglects staff issues, and allows files to pile up
without supervision.

Country Club Management (1.9, High People—Low Task)

This style emphasises maintaining a friendly, comfortable
environment while neglecting task requirements and
performance pressures. While morale may initially be
high, productivity and accountability decline over time
due to a lack of direction. In public administration, this
can result in service delays and poor citizen satisfaction.
Example: A hospital superintendent who focuses heavily on
staff welfare and informal relationships but overlooks patient
grievances, hygiene gaps, or performance metrics.

Task Management (9.1, High Task—Low People)

Task-oriented leaders prioritise efficiency, rules, deadlines,
and outcomes, often at the expense of employee needs. They may
rely on strict supervision, command-and-control methods, and
rigide€nforcement of pre€edures. This style is effective during
crises butmaylead tostressandlowermoraleifused continuously.
Example: An emergency control room officer during floods
or ¢yclones who issues strict orders and demands immediate
complianee t6 maintain operational control.

Middle-of-the-Road Management (5.5, Moderate People—
Moderate Task)

Leaders using this style try to maintain a balance between
team relationships and task accomplishment, but often at a
moderate or average level. While it avoids extreme conflict or
stress, it may also result in mediocre performance and lack of
innovation. Many routine administrative units operate within this
middle zone because it offers stability without requiring major
changes. Example: Typical mid-level administrative leadership
in departments where smooth functioning is maintained but
without a strong drive for reform or performance enhancement.

Team Management (9.9, High People—High Task)

Team Management is considered the ideal leadership
style because it combines strong task orientation with high
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» Ideal leadership style

concern for people. Leaders using this approach motivate
employees, encourage participation, set clear goals, and
ensure high-quality performance. This style promotes
innovation, trust, and long-term administrative excellence.
Example: Effective District Collectors during COVID-19
who ensured strict implementation of containment measures
while motivating medical teams, volunteers, and frontline staff
through empathy and communication.

The Managerial Grid is valuable for public administrators
because it provides a systematic way to identify and reflect
on their leadership style, enabling targeted improvement. It
encourages leaders to strive for the 9.9 Team Management
style, which aligns closely with citizen-centric governance,
collaborative decision-makingghand ethical administration.
By balancing people-centric sensitivity with task efficiency,
administrators can enhance employee morale, reduce conflict,
and improve service outcomes. The model ultimately helps
strengthen organisational eompetencé and public trust in
government institutions.

Table 2.3.1 Summary of the Five Main Leadership Styles

Style Description Fxample in Public Administration
1.1 Impoverished Low concern/for people and A disengaged office head who
Management tasks. Minimal effort. avoids responsibility.

1.9 Country Club

High concern forpéople, low for

A hospital superintendent
overemphasising staff comfort but

Management tasks. Friendly but inefficient. . . . .
ignoring patient complaints.
High for task
9.1 Task 1£h concerh JOTLasks, Emergency control room officer
low peopléfocus. Strict, . )
Management during disasters.

authoritarian.

5.5 Middle-of-

Balanced but moderate concern Most routine administrative

the-Road for both. leadership.

Effective District Collectors
9.9 Team High concern for tasks and during COVID-19 who motivated
Management people. Ideal leadership style. teams while ensuring strict task

completion.
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2.3.4.3 Importance of Managerial Grid in Public
Administration

» Concern for people
and concern for tasks
combine to shape -
their leadership |
behaviour -

The Managerial Grid is highly relevant in public
administration because it helps administrators understand how
their concern for people and their concern for tasks combine
to shape their leadership behaviour. Public managers often
work in complex environments where they must balance policy
implementation, service delivery, and staff welfare. The grid
provides a simple but powerful framework to reflect on these
competing priorities and improve their approach.

i.

ii.

jii.

Helps administrators identify their leadership style:
The Grid enables public administrators to pinpoint
where they fall among the five leadership styles from
Impoverished (1,1) to Team Leadership (9,9). By lo-
cating themselves on this matrix, officers gain insight
into their natural4eéndencies, such as whether they focus
more on completing tasks or on maintaining staff rela-
tionships.This self-awareness'1s the first step towards
leadership improvement, especially for officers manag-
ing multidisciplinary teams, field units, or public-facing
departments.

Encoutrages balanced, citizen-centric leadership:
Public administration requires balancing efficiency with
empathy: The Managerial Grid promotes the ideal of a
balaneéd (9,9) leadership style, where administrators
combine high productivity orientation with genuine
concern for staff and citizens. Such a balanced approach
is crucial for citizen-centric governance, where officers
must deliver services efficiently while ensuring dignity,
transparency, and fairness in dealings with the public.

Improves group morale and administrative efficiency:
When administrators adopt leadership styles that value
both people and performance, team morale improves
significantly. Staff members feel supported, motivat-
ed, and clear about their roles, which reduces conflicts
and coordination issues. As morale rises, administrative
units experience better communication, faster deci-
sion-making, and higher productivity. In practice, many
successful public projects from municipal sanitation
drives to district-level e-governance initiatives have
shown that a supportive, task-oriented leadership style
enhances overall administrative efficiency.
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sSummarized Overview

/

This unit explains the dynamics of group behaviour, teamwork, and leadership
within public-sector organisations, emphasising how collective functioning shapes
administrative efficiency. It explores fundamental concepts such as the meaning,
properties, and importance of groups, illustrating how norms, roles, cohesiveness,
communication patterns, and group goals influence organisational performance. The
unit highlights the role of coordinated teams in solving public problems, responding
to crises, and delivering essential services. Leadership theories like trait, behavioural,
contingency, transformational, and transactional are discussed to show how administrative
leaders guide teams in complex environments. The Managerial Grid Model by Blake
and Mouton is introduced as a practical diagnostic tool that helps public administrators
balance concern for people with concern for tasks. Through real public-sector examples,
the unit demonstrates that effective group behaviour, strongiteamwork, and balanced
leadership are essential for citizen-centric governance, innovation, and high-quality
service delivery.

- =

Self-Assessment

-~

1. Explain the concept of a group in organisations and discuss the key properties
that influence group behayiour.

2. Describe the importance of teafiwork in public administration using suitable ex-
amples from governmentprogrammes.

3. Analyse major leadesship,theories and evaluate their relevance in contemporary
public-sector organisations,

4. Discuss the five leadership styles in Blake and Mouton’s Managerial Grid Model
with real administrative illustrations.

5. Examine how group cohesion, communication patterns, and role clarity affect
administrative performance and service delivery.

= /

Assignments

1. Select a government department (e.g., Health, Police, Revenue) and prepare a
short report analysing how teams are structured and how their coordination affects
service delivery.
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2. Observe any local public institution (hospital, municipality, collectorate) and
identify norms, roles, and communication patterns within one functional group.
3. Conduct a brief interview with a public-sector employee to understand their
leadership experiences and compare their responses with one leadership theory.
4. Map a real public-sector project (e.g., Swachh Bharat, voter enrolment drive,
flood relief operation) and evaluate the teamwork components involved.
5. Use the Managerial Grid to assess the leadership style of an officer (real or hy-
pothetical) and recommend strategies to move toward a 9,9 Team Management
\ style. /
Reference
/ 1. Blake, R. R., & Mouton, J. S. (1964). The managerial grid: The key to leader-
ship excellence. Gulf Publishing.
2. Daft, R. L. (2021). Organization theory and design (13th ed.). Cengage Learn-
ing.
3. Dessler, G. (2021). Organizational behavior (2nd ed.). Pearson.
4. Luthans, F. (2015). Onganization@l behavior (12th ed.). McGraw-Hill Education.
5. Northouse, P. G. (2018)s, Leadership: Theory and practice (8th ed.). Sage Pub-
\ lications. /
Suggested Reading
/ 1. Robbins, S. P., & Judge, T. A. (2019). Organizational behavior (18th ed.). Pear-
son.
2. Yukl, G. (2013). Leadership in organizations (8th ed.). Pearson.
3. Shafritz, J. M., Russell, E. W., & Borick, C. P. (2016). Introducing public admin-
istration (9th ed.). Routledge.
4. Hackman, J. R., & Katz, N. (2010). Group behavior and performance. In S.
Zedeck (Ed.), APA handbook of industrial and organizational psychology (pp.
409-445). American Psychological Association.
5. Kingdon, J. W. (2011). Agendas, alternatives, and public policies (2nd ed.).
\ Longman. /
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Space for Learner Engagement for Objective Questions

Learners are encouraged to develop objective questions based on the content in the
paragraph as a sign of their comprehension of the content. The Learners may reflect on the
recap bullets and relate their understanding with the narrative in order to frame objective
questions from the given text. The University expects that 1 - 2 questions are developed for
each paragraph. The space given below can be used for listing the questions.
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UNIT Introduction to Personality
|

| Learning Outcomes

After completing this unit, the learners will be able to:

» explain the concept and key features of personality imthe context of public

administration
+ analyse major personality theories and approa
behaviour
* identify the determinants of persofa 1eir influence on public
servants

comprehend the concept of pe

ially in complex and people-intensive sectors, human
cal determinant of organisational performance. Studies
in organisational behaviour indicate that nearly 60-70% of managerial effectiveness
is influenced by behavioural and interpersonal competencies, rather than technical
knowledge alone. Managers and administrators are required to work in diverse teams,
handle pressure, make ethical decisions, and lead change in dynamic environments shaped
by globalisation, digital transformation, and increasing stakeholder expectations. As a
result, understanding personality, that is, understanding the relatively stable patterns of
thinking, feeling, and behaving, has become a central concern in management education
and practice.

For learners, the study of personality provides a scientific foundation to understand
individual differences in leadership styles, motivation, stress management,
communication, and decision-making. Empirical research across industries shows that
personality traits such as conscientiousness and emotional stability are strong predictors
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of job performance, leadership success, and organisational commitment. In the Indian
context, where managers often operate in culturally diverse, high-pressure, and resource-
constrained environments, knowledge of personality theories helps future managers align
individual behaviour with organisational goals. This unit therefore, lays the conceptual
groundwork for analysing managerial behaviour and developing effective, ethical, and
emotionally intelligent leaders.

Personality, Trait Theory, Type A and Type B, Emotional Intelligence, Personality
Development

Personality plays a significant role in shaping administrative
behaviour, decisionsmaking, and intéractions within public
sector institutiohs. Whether an“officer manages a welfare
scheme in a [rural panchayat or coordinates disaster relief
at the district'level, their characteristic patterns of thinking,
feelinggand behaviour detérmine how effectively they respond
to challenges.4Over time, administrative theorists, from Max
Weber to Chéster Barnard, have emphasised that, beyond formal
structures, human behaviour is the real driving force behind
organisationalgerformance. Thus, understanding personality is
indispensable for students of Public Administration, as it helps
decode why individuals act the way they do and how their traits
influence organisational outcomes.

3.1.1Concept of Personality

The term “personality” derives from the Latin word persona,
which refers to the masks used in ancient theatre. In modern
behavioural sciences, personality refers to the consistent
< > Latin word.persona.> patterns of behaviour, thoughts, and emotions that distinguish

one individual from another (Robbins & Judge, 2019). It is
relatively stable, though it may evolve gradually over time
through life experiences.

Gordon Allport (1961) described personality as “a dynamic
organisation within the individual of those psychophysical
systems that determine characteristic behaviour and thought.”
Raymond Cattell (1965) viewed personality as ‘“that which
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permits a prediction of what a person will do in a given
situation.”

3.1.1.1 Key Features of Personality

1. Uniqueness: Personality is marked by individuality,
meaning no two administrators behave or respond in the
same way, even when placed in identical organisational
environments. This uniqueness arises from differences
in upbringing, values, experiences, cognitive styles, and
emotional tendencies. As a result, in public administra-
tion, officers develop their own characteristic ways of
leading teams, resolving conflicts, and managing public
service delivery.

2. Consistency: A central feature of personality is be-
havioural consistency. Although'people adapt to chang-
ing circumstances, their core behavioural patterns, such
as how theyscommunicate, make decisions, negotiate,
or handl¢ stress, remain relatively stable over time. In
administrative settings, this consistency enables col-
leagues and citizens/to form expectations about an of-
ficer’s approeach towork, which in turn affects trust and
coordination.

3. Psychological and Physical Components: Personali-
ty is shaped by both internal psychological processes
and ‘external biological traits. Psychological compo-
nents include motives, attitudes, beliefs, and learned
behaviours, whereas physical components include tem-
perament, energy levels, and genetic predispositions.
For administrators, these elements combine to influence
leadership style, interpersonal relations, and work effi-
ciency. For instance, an officer’s natural temperament
may shape how calmly they handle pressure, while their
learned behavioural patterns determine how empatheti-
cally they interact with the public.

Example:

When two Assistant District Magistrates (ADMs) are
assigned a similar task, such as implementing the Swachh
Bharat Mission in their districts, their approaches may differ
significantly due to their unique personality profiles.
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* One ADM with an extroverted and proactive disposi-
tion may prioritise community mobilisation, door-to-door
awareness campaigns, and collaboration with local NGOs.

* Another ADM with a more introverted, analytical, and de-
tail-oriented personality may focus on structured planning,
meticulous documentation, data monitoring, and strict com-
pliance with operational guidelines.

Despite working toward the same policy goal, their distinct
personalities shape how they strategise, communicate, and
motivate teams. This variation illustrates how personality
differences influence administrative effectiveness and public
service outcomes.

3.1.2 Types of Personality

s, or cognitive styles.
ations helps public administrators
ces in behaviour, teamwork,

J 'i Ty i..-lll"""-H i
alicies
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Fig. 3.1.1 Types of Personality
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3.1.2.1 Type Approaches

Type approaches represent some of the earliest attempts to
categorise human personality. These models propose that people
can be grouped into fixed “types,” each showing a distinct and
predictable pattern of behaviour. Although modern psychology
considers these systems somewhat rigid, they still offer useful
insights into understanding human behaviour in administrative
environments.

3.1.2.1.1 Hippocrates’ Temperament Types (Ancient
Classification)

= : Hippocrates (460—-370 BCE), often regarded as the father of
> classifications based S . . . i
medicine, proposed one of the eatliest personality classifications
on the balance of i . “ , .
: 3 based on the balance of bodily fluids or “humours.” While
bodily fluids or - o . oo .
scientifically outdated, his typologysremains influential for

“humours ) : .
understanding broad behawioural tendeneies.

a. Sanguine (enthusiastic, social): Individuals with a san-
guine temperamenttend to be cheerful, lively, and op-
timistic, They are ofteh good communicators and excel
in roles requiring interaction with the public. A sanguine
officer may perform exceptionally well in public-facing
roles, sdeh as community outreach during health drives,
mobilising volunteers for disaster preparedness, or lead-
ing citizen engagement for government schemes.

b:, Choleric (ambitious, leader-like): Choleric individuals
are task-oriented, determined, and natural leaders. They
typically make decisions quickly and are assertive in im-
plementing policies. A choleric administrator may thrive
in high-pressure or mission-mode projects, such as elec-
tion management, rapid infrastructure development, or
crisis response, where quick action and strong direction
are needed.

c. Melancholic (thoughtful, analytical): Melancholic
personalities are detail-oriented, organised, and reflec-
tive. They prefer planning, analysis, and systematic exe-
cution of tasks. A melancholic officer may excel in policy
analysis, budgeting, drafting reports, preparing district
development plans, or monitoring program performance
underschemes like the National Health Mission.

@ SGOU - SLM - MA Public Administration - Organizational Behaviour 167




» psychological -
preferences

d. Phlegmatic (relaxed, peaceful): Phlegmatic individu-
als are calm, patient, and cooperative. They avoid con-
flict and often act as stabilising forces within teams. A
phlegmatic officer may be effective in mediation roles,
handling citizen grievances, maintaining office harmony,
and managing routine administrative functions that re-
quire patience and diplomacy.

Relevance of Hippocrates’ Temperament Types in Modern
Administrative Behaviour

Though ancient, Hippocrates’ typology continues to reflect
behavioural patterns observed in real-life administrative
settings:

i.  District Collectors show differing styles when conduct-
ing public hearings; some are warm and interactive (san-
guine), others firmand decisive (¢holeric).

ii.  Officers tasked with preéparifig disaster management
plans may adopt either an analytical approach (melan-
cholic) or a calm, coordinated approach (phlegmatic).

111, #Variation in leadership styles among administrators often
reflectsithese underlying temperamental tendencies.

While contemporary personality theories are more nuanced,
these nancient( categories provide a simple and intuitive
foundation for understanding the diversity of personalities
working in public sector organisations.

3.1:2.1.2 Carl Jung’s Personality Types

Carl Gustav Jung (1921), one of the most influential
psychoanalysts in modern psychology, proposed a foundational
theory of personality based on psychological preferences.
According to Jung, people differ not only in their outward
behaviour but also in how they gain energy, process information,
and make decisions. These differences create consistent
patterns of personality that influence how individuals work,
communicate, and lead.

Jung’s typology later became the basis for the widely
used Myers—Briggs Type Indicator (MBTI), one of the most
popular personality assessment tools in organisational and
administrative settings worldwide. Jung identified three core
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» Three core
dimensions

dimensions. They are Introversion vs Extroversion, Thinking
vs Feeling, and Sensing vs Intuition.

a. Introversion vs. Extroversion

This dimension describes the source of a person's
psychological energy.

i. Introverts

Introverted individuals focus inward, gain energy from
solitude, and prefer reflective thinking before taking action.
They are comfortable working independently and often excel at
tasks that require concentration, analysis, and careful planning.
The following are the characteristics of Introverts.

1. Reserved communication style
ii.  Thought-oriented deeision-making
iii. Preferene® for structured, quiet work settings

An introverted officer may be more effective in roles such as
policy drafting, programme monitoring, data analysis, budget
examifiation, or preparing district-level reports. They are likely
to €ontributesthrough depth of insight, accuracy, and careful
evaluation®f alternatives.

ii. Extroverts

Extroverts draw energy from social interaction,
communication, and active engagement with people and the
environment. They thrive in dynamic situations and prefer
working through conversations, meetings, and collaborative
activities. The following are the characteristics of extroverts.

1. Expressive and outgoing
ii.  Quick to engage with stakeholders
iii.  Skilled at networking and persuasion

Extroverted officers often perform exceptionally well
in public-facing tasks, such as leading public meetings,
coordinating health campaigns, supervising field teams,
interacting with the media, or mobilising communities during
development programmes.
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b. Thinking vs Feeling

This dimension captures how people evaluate information
and make decisions.

i. Thinking Types

Thinking-oriented individuals rely on logic, objectivity,
and principles. They emphasise fairness through consistency
and adherence to rules or policies. The following are the
characteristics of Thinking Types.

1. Analytical decision-making
i1i.  Focus on facts and evidence

iii. Preference for clear critefia and rational arguments

A thinking-type officer may “excel in areas such as
enforcement, auditing, {procurement ‘decisions, disciplinary
actions, or resource allocation situations requiring neutrality
and rational judgment.

ii. Feeling Types

Feeling-oriented individuals consider values, emotions, and
the impact of decisionis’on people. They prioritise harmony and
interpersonalrelationships. The following are the characteristics
ofithe feeling type.

i. “Empathetic and considerate
1.\ Sensitive to people’s needs
ii. Skilled at resolving conflicts

A feeling-type administrator may be highly effective in
citizen grievance redressal, social welfare programmes,
community development, or situations requiring negotiation
and emotional understanding (e.g., handling rehabilitation after
natural disasters).

¢. Sensing vs Intuition
This dimension explains how people prefer to gather and
interpret information.
i. Sensing Types

Sensing personalities focus on concrete facts, present
realities, and practical details. They prefer structured procedures
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and hands-on experience. The following are the characteristics
of the sensing type.

i.  Detail-oriented
ii.  Practical and realistic

iii. Strong at compliance and routine administration

Sensing-type officers are often efficient in field inspections,
documentation, record management, rule-based implementation,
or tasks requiring accuracy and procedural clarity.

ii. Intuitive Types

Intuitive individuals look for patterns, possibilities, and
long-term implications. They{henjoy innovation, creative
problem-solving, and strategic thinking. The following are the
characteristics of the intuitive type.

1. Visionary and imaginative
ii. Comfortable with abstract ideas

iii. Focus on future possibilities

Angdintuitive officer may excel in policy innovation, project
design, strategic planning, or piloting digital governance
initiatives ¢ (e.g., e-governance platforms, data-driven
dashboards).

Example: During the implementation of a District Health
Awareness Campaign, two officers may approach their roles
diffetently:

* A highly introverted officer may prefer working behind the
scenes, analysing health data, preparing IEC (Information,
Education, Communication) materials, drafting campaign
guidelines, and ensuring accurate reporting.

* An extroverted officer may take charge of public outreach,
leading street plays, supervising ASHA workers, interacting
with community groups, addressing local media, and moti-
vating citizens to participate.

These differences reflect Jung’s principle that people operate
from preferred psychological modes, which shape their style of
administration and leadership.

o
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3.1.2.1.3 Type A and Type B Personalities

Personality plays a vital role in shaping human behaviour
within organisations, particularly in the public sector, where
administrators interact with diverse stakeholders, work under
pressure, and are accountable to society. In the study of
Organisational Behaviour, understanding personality types
helps explain differences in work styles, decision-making
patterns, leadership approaches, stress management, and
performance outcomes.

One of the most influential personality classifications was
proposed by Dr. Meyer Friedman and Dr. Ray Rosenman,
cardiologists who initially developed the Type A and Type
B personality theory while @tudying stress-related heart
disease. Over time, this framewotk became widely adopted
in management and public administration studies to analyse
behaviour in organisationahsettings.

Although originallydevelopedgin medical research, the
theory gained prominence in organisational behaviour because
it helps explain:

i. 4fWork pressure handling

11. Leadership styles

1k, Time management

iv. Stress and burnout

v.|  Interpersonal relations in organisations

In public administration, where officers often work under
political pressure, public scrutiny, and time-bound targets, this
classification is particularly relevant.

Type A Personality

A Type A personality refers to individuals who are highly
competitive, achievement-oriented, time-conscious, and
ambitious. Such individuals constantly strive for excellence and
feel uncomfortable with delays or inefficiency.

Key Characteristics of Type A Personality

Type A individuals typically exhibit the following traits:
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» Thrive in crisis
management
situations

» Individuals who
are calm, patient,
tolerant, and
reflective

1. Strong sense of urgency and time pressure

ii.  High levels of ambition and competitiveness
iii. Desire to achieve targets quickly

iv. Impatience with delays and inefficiencies

v.  Multitasking behaviour

vi. Aggressive or assertive communication style

vii. High commitment to work goals
Type A Personality in Public Administration

In public administration, Type A personality officers are
commonly found in roles thatdemand speed, precision, and
high performance under pressure."Such officers thrive in crisis
management situations, where immediate decisions and rapid
coordination are required to eontrol emergencies like pandemics,
law-and-order issues, or public safety threats. In revenue
collection departinents, Type A administrators focus strongly
on meeting financial targets; improving tax compliance, and
reducing arrears within fixed deadlines. Similarly, in election
administration, these officers work efficiently to adhere to strict
timelines, ensure logistical readiness, and manage large-scale
operations invelving personnel, security, and technology. In
disaster management authorities, Type A personalities play
a critical role/by coordinating relief measures, mobilising
resourcesiquickly, and enforcing standard operating procedures
during floods, cyclones, or earthquakes. They are also well-suited
to target-driven government programmes, such as vaccination
camipaigns, infrastructure projects, or welfare delivery schemes,
where success is measured by quantifiable indicators such as
coverage, completion rates, or output figures. Overall, Type A
officers are highly result-oriented, prefer measurable and time-
bound outcomes, and contribute significantly to administrative
efficiency, particularly in situations that demand urgency and
high accountability.

Type B Personality
A Type B personality refers to individuals who are calm,

patient, tolerant, and reflective. They approach work with
balance and are less affected by time pressure or competition.
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Key Characteristics of Type B Personality

Type B individuals generally show the following traits:

1. Relaxed approach to work

ii.  Patience and emotional stability

iii. Tolerance towards others’ opinions

iv. Focus on quality rather than speed

v.  Cooperative and empathetic behaviour
vi. Lower stress levels

vii. Ability to listen and reflect

In public administration, Type B personality officers are
especially effective in roles that require patience, empathy,
and sustained interactiomwith the public. They perform well
in community engagementy activities, where building trust,
encouraging participation, andyunderstanding local needs are
essential for suecessful “pelicy “implementation. In welfare
administration, Type B officets focus on ensuring benefits reach
intended beneficiaries, paying close attention to social realities
and individual “circumstafices rather than merely meeting
numerical targets. Their calm and tolerant approach makes
them well-saited for grievance redressal mechanisms, as they
are willing to listen carefully to citizens’ complaints, mediate
confliets, anddprovide fair and humane solutions. In social
justice departments, such officers work towards inclusiveness
by addressing the concerns of marginalised and vulnerable
groups with sensitivity and commitment. Similarly, in rural
development programmes, Type B administrators emphasise
consensus-building, cooperation with local institutions, and
community ownership of development initiatives. Overall,
Type B officers prioritise long-term social impact, participatory
governance, and inclusive administration, thereby strengthening
public trust and the human face of governance.

Example: During COVID-19 vaccination drives, Type
A officers were often observed to push for quick target
achievements, while Type B officers focused more on
community confidence-building.

3.1.2.2 Trait Approaches

Trait Approaches refer to a group of theories in psychology
and organisational behaviour that explain personality by
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» Group of theories
in psychology and

organisational
behaviour

» Five broad and stablé-

traits

_

identifying and measuring enduring personal characteristics,
known as traits, which influence an individual’s behaviour across
different situations. According to this approach, people differ
from one another because they possess different combinations
and intensities of traits such as honesty, confidence, sociability,
emotional stability, or discipline. These traits are considered
relatively stable over time and help predict how a person is
likely to behave in work and social settings.

In organisational and public administration contexts, the trait
approach is used to understand why some individuals perform
better in certain roles, show leadership qualities, handle
stress effectively, or interact positively with the public. For
example, a public servant with high conscientiousness is likely
to be organised and rule-orientéd, while someone with high
agreeableness may excel in welfare administration or grievance
redressal. Overall, the trait approach prevides a systematic and
scientific method to analyse personality and is widely applied
in recruitment, training, performance appraisal, and leadership
development in public organisations:

3.1.2.2.1 Big Five Personality Model

The Big Five Personality Model, developed by Costa and
M¢Crae, is thé most widely accepted and empirically supported
frameworkfor understanding personality in organisational and
administrative studies. The model explains personality through
five broadand stable traits, such as Openness, Conscientiousness,
Extraversion, Agreeableness, and Neuroticism, each of which
influences how individuals behave at work and interact with
others. In public administration, this model is particularly useful
for understanding administrative effectiveness, leadership
behaviour, stress management, and public service delivery.

1. Openness refers to curiosity, creativity, and openness to
new experiences. Public administrators high in openness
are more willing to adopt innovative practices, support
digital governance initiatives, and implement new policy
tools such as e-services, online grievance portals, and da-
ta-driven decision-making systems.

2. Conscientiousness denotes discipline, responsibility, and
organisation, which are essential traits for public servants
who must comply with rules, manage files, meet dead-
lines, and ensure accountability. Officers with high con-
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scientiousness are known for their strict adherence to pro-
cedural norms and ethical standards.

3. Extraversion is associated with sociability, assertiveness,
and energy. In public administration, extraverted officers
perform effectively in public relations, community mo-
bilisation, election management, and inter-departmental
coordination, where frequent interaction with citizens and
stakeholders is required.

4. Agreeableness reflects cooperation, compassion, and con-
cern for others, making it highly relevant in conflict reso-
lution, welfare administration, and public service settings
that require empathy, negotiation, and teamwork.

5. Neuroticism, on the other
stability and a tendency to ex
mood swings. Hig
officer’s abili

d, refers to emotional in-
ience stress, anxiety, or
ticism may hinder an
, such as disasters or
ability and calm deci-
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Fig. 3.1.2 Big Five Personality Model

A relevant case illustration can be drawn from studies
conducted on Indian Administrative Service (IAS) probationers
at the Lal Bahadur Shastri National Academy of Administration
(LBSNAA). These studies found that high levels of
conscientiousness, combined with moderate extraversion, were
strong predictors of effective performance during field training.
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» Interaction &~
among three core.
components of the—
human mind

» Basic instinctual
drives

This evidence highlights the practical value of the Big Five
Personality Model in predicting administrative competence
and underscores its importance in recruitment, training, and
leadership development in public administration.

Case Illustration:

A study conducted on Indian Administrative Service (IAS)
probationers at the Lal Bahadur Shastri National Academy of
Administration (LBSNAA) highlighted the practical relevance
of the Big Five Personality Model in public administration
training. The findings revealed that probationers who scored
high on conscientiousness demonstrated better discipline,
responsibility, adherence to rules, and effective task completion
during field training. Additionally, those with moderate levels
of extraversion were more successful in interacting with local
communities, coordinating with officials, and managing field-
level responsibilities. This eombinationeénabled probationers to
balance procedural efficiencywith interpersonal effectiveness,
resulting in superior overall performance during administrative
training assignfnents.

3.1.2.3 Psycheanalytic and Humanistic Approaches

1./ Freud’s®sychoanalytic Theory

Sigmund Freud’s psychoanalytic theory explains personality
as the resultOf the interaction among three core components
ofsthe human mind: the Id, the Ego, and the Superego. Each
component plays a distinct role in shaping behaviour, decision-
making, and emotional responses. This theory is useful in
organisational behaviour as it helps understand internal
psychological conflicts that influence workplace behaviour,
including in public administration.

Id

The Id is the most primitive part of personality and represents
basic instinctual drives such as desire, aggression, self-interest,
and the urge forimmediate satisfaction. It operates on the pleasure
principle, seeking instant gratification without considering
rules, ethics, or consequences. In public administration, the
id may manifest indirectly through personal ambitions, desire
for power, recognition, or emotional reactions such as anger
or frustration. Although administrators are expected to act
professionally, instinctive impulses persist at an unconscious
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» Moral and ethical
dimension of
personality

level, making self-control and emotional regulation essential
for ethical public service.

Ego

The Ego serves as the rational and practical component of
personality, operating according to the reality principle. Its
role is to balance the demands of the id with the constraints
of the external world, including laws, institutional rules,
and situational realities. In public administration, the ego
enables administrators to take pragmatic decisions, manage
limited resources, negotiate political pressures, and resolve
administrative challenges effectively. For example, when strict
rule enforcement may cause public hardship, the ego helps
officers identify workable alternatives within legal limits.

Superego

The Superego represents the moral and ethical dimension
of personality, fetmed throughisecialisation, education, and
internalisation /of societal ‘values. It acts as an internal moral
compass, guiding individuals to follow rules, laws, and ethical
standards. In public administration, the superego is reflected
in adherence to comstitutional values, service conduct rules,
intégrity, impartiality, and accountability. It restrains unethical
behaviour @nd encourages administrators to act in the public
interest, even when faced with personal or political pressures.

Importance of Freud’s Psychoanalytic Theory in Public
Administration

Freud’s psychoanalytic theory is important in public
administration because it explains the internal psychological
conflicts administrators face while performing their duties.
Public officials constantly balance personal impulses (id),
practical administrative realities (ego), and ethical obligations
(superego). Understanding this interaction helps in improving
ethical decision-making, stress management, leadership
behaviour, and emotional intelligence among civil servants.
The theory also highlights the need for training in self-
awareness, integrity, and professional ethics, making it highly
relevant to developing responsible, emotionally balanced public
administrators.
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2. Humanistic Approach

The Humanistic Approach to personality, developed by Carl
Rogers and Abraham Maslow, views individuals as inherently
good and capable of growth, self-development, and self-
direction. Unlike theories that focus solely on instincts or traits,
the humanistic perspective emphasises human potential, free
will, and motivation. In organisational behaviour, this approach
highlights how a supportive environment can help individuals
realise their abilities and perform effectively, which is highly
relevant in public administration. The following are the key
concepts upon which the Humanistic Approach is based on;

Self-Actualisation

Self-actualisation refers to ‘the highest level of human
development, where individuals realise their full potential and
use their talents meaningfully. Maslow placed self-actualisation
at the top of his hierarchy of needs. In public administration,
officers who are_sélf=actualised, seek’ purpose beyond salary
or promotion @and are motivated by public service values,
innovation, and social impact. Such administrators strive to
improve governance systems, introduce reforms, and deliver
services more effectivelyfor the benefit of society.

Personal Growth

Personal growth is a continuous process of learning, skill
development, and self-improvement. The humanistic approach
argues that individuals grow best in environments that provide
support, trust, and opportunities for development. In public
organisations, training programmes, participatory leadership,
decentralisation, and empowerment initiatives encourage
administrators to enhance their competencies and confidence.
When public servants experience personal growth, they become
more adaptable, more committed, and better able to handle
complex administrative challenges.

Positive Self-Concept

A positive self-concept, as emphasised by Carl Rogers,
refers to how individuals perceive and value themselves. When
administrators feel respected, trusted, and recognised, they
develop self-confidence and emotional stability. This leads to
greater initiative, responsibility, and ethical behaviour in public
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service. Conversely, lack of recognition or excessive control
can negatively affect self-concept and reduce motivation.

Application in Public Administration

An example of the humanistic approach in practice can be
seen in the functioning of a Panchayat Secretary. When the
secretary feels empowered, valued, and supported by higher
authorities and the local community, they are more likely to show
higher motivation, creativity, and commitment in implementing
rural development initiatives. Such an environment encourages
innovative solutions, active community participation, and
sustainable development outcomes. Overall, the humanistic
approach highlights the importance of human dignity,
empowerment, and motivation imbuilding effective and people-
centred public administration.

3.1.3 Determinants of'Personality

Personality does not developifrom‘a single factor; rather, it
is shaped by the continuous,interaction of multiple influences
over time. Behavioural scholars generally agree that personality
formation results from /biological, family, social, and
envirefimental detérminants. Among these, the family plays a
foundational #0le, as it is the first and most influential social
institution ¢hat introduces values, attitudes, emotional patterns,
and behaviouralnorms. The early family environment provides
the foundatien for later personality development.

3.1.3.1 Family Determinants

The family is the primary agent of socialisation and
significantly influences personality development, especially
during childhood. Through daily interactions, children learn
acceptable behaviour, emotional responses, discipline, and
moral values.

Parental behaviour has a strong impact on personality
formation. Warm, supportive, and encouraging parenting tends
to foster self-confidence, emotional security, and independence
in children. In contrast, authoritarian or neglectful parenting
may lead to fear, low self-esteem, or rebellious behaviour. In
the context of future administrators, supportive parenting often
contributes to balanced leadership and ethical behaviour.
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Birth order also influences personality traits. Firstborn
children are often given more responsibility and parental
attention, which may lead to traits such as leadership, discipline,
and accountability. Later-born children, on the other hand, tend
to be more flexible, adaptable, and socially oriented, as they
grow up negotiating space and attention within the family.

Early childhood experiences leave lasting psychological
impressions. A nurturing and secure environment promotes
emotional stability and positive social behaviour. In contrast,
traumatic experiences such as neglect, abuse, or instability may
affect confidence, trust, and stress management later in life.
These early influences often shape how individuals respond to
authority, responsibility, and pressure in organisational settings.

Example

Anotable example of family determinants shaping personality
is seen in the life of Dr. A. P. J. Abdul Kalam, former President
of India. He frequentlyhacknowledged that his disciplined
upbringing, his father’s ‘emphasis on humility, simplicity,
and moral values, and the supportive family environment
in Rameswaram\played a/erucial role in shaping his calm,
refleetive, and cthicalgpersonality. These family-influenced
traits later reflected in his leadership style, scientific career, and
approach topublic service, demonstrating the lasting impact of
family determinants on personality development.

3:1.3.2 Societal Determinants

Societal determinants refer to the influence of society,
eulture, and social institutions on personality development.
Social norms, cultural values, peer interactions, and institutional
frameworks shape how individuals think, behave, and relate
to others. These influences operate continuously throughout
life and play a crucial role in forming attitudes, behavioural
patterns, and interpersonal skills, especially in the context of
public administration.

Collectivist Societies: In collectivist societies such as India
and Japan, personality development is strongly influenced by
values like cooperation, interdependence, group harmony,
and respect for social hierarchy. Individuals are encouraged to
prioritise group goals over personal ambitions, which fosters
traits such as empathy, tolerance, and social responsibility. In
public administration, officers socialised in collectivist cultures
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often display a strong commitment to community welfare,
consensus-building, and inclusive decision-making.

Urban Environment: An urban social environment
significantly shapes personality by exposing individuals to
diverse cultures, competitive workplaces, and fast-paced
lifestyles. Urban settings often encourage independence,
assertiveness, ambition, and competitiveness, as individuals
must adapt to anonymity, performance pressures, and limited
resources. In public administration, urban exposure can
contribute to confidence, innovation, and efficiency, particularly
in metropolitan governance and development planning roles.

Educational Institutions: Educational institutions are
powerful agents of socialisationtand personality development.
Schools, colleges, and universities influence values, self-
confidence, discipline, leadership qualities, and behavioural
norms through classroom learning, peer interaction,
extracurricular activities, and engagement with authority
figures. Educatiofial envitenmentssthat promote participation,
teamwork, and critical “thinking help develop balanced
and competent personalities suitable for leadership and
administrative roles.

Example

The Kudumbashree programme in Kerala provides a strong
examplepofhow societal determinants shape personality.
TFhrough community-based participation, collective decision-
making, and peer support, the programme has empowered
women socially and economically. This supportive social
environment has enhanced participants’ self-confidence,
communication abilities, and leadership traits, demonstrating
the significant role of societal structures in positive personality
development.

3.1.3.3 Environmental Determinants

Environmental determinants refer to the influence of the
natural, economic, and institutional surroundings in which an
individual lives and works. These factors shape personality
by continuously affecting behaviour, attitudes, emotional
responses, and coping mechanisms. In public administration,
environmental conditions play a significant role in moulding
administrators’ resilience, leadership style, and decision-
making abilities.
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Climate and Geography: Climate and geographical
conditions influence human temperament and behavioural
patterns over time. Harsh climates, difficult terrains, and
remote locations often require individuals to develop patience,
endurance, and emotional toughness, while moderate and stable
environments may encourage relaxed and sociable traits. For
public administrators, postings in geographically challenging
regions, such as hilly, desert, or coastal areas, demand
adaptability and physical and psychological resilience, which
gradually become part of their personality.

Economic Conditions: Economic conditions strongly affect
personality traits such as ambition, motivation, and willingness
to take risks. Individuals raised or working in economically
constrained environments oftén develop resourcefulness,
perseverance, and problem-solving skills, while those in
economically prosperous settings “may foster innovation,
confidence, and higher aspirations. In public administration,
officers dealing with_poverty, alleviation, unemployment, or
underdevelopedrégions beeomemorésensitive to social realities
and develop pragmatic approaches to policy implementation.

Organisational Environment: The organisational
envivonment, includingrleadership style, work culture, rules,
and rewardd systems, significantly shapes administrative
behaviour.“Supportive and transparent organisations promote
confidence, ethical conduct, and initiative, whereas rigid or
politicallyspressured environments may encourage risk-averse
ot defensive behaviour. Over time, the organisational climate
influences how administrators communicate, make decisions,
anddandle accountability.

Case Illustration: Indian Bureaucracy

In the Indian bureaucracy, officers posted in conflict-
prone regions such as Jammu and Kashmir or Left-Wing
Extremism—affected districts experience demanding and high-
risk environments. Continuous exposure to security threats,
public unrest, and political sensitivity compels them to develop
resilience, adaptability, and emotional strength. Research by
the Indian Police Foundation indicates that repeated exposure
to such high-stress environments enhances officers’ risk
perception, situational awareness, and decision-making patterns,
clearly demonstrating the role of environmental determinants in
shaping administrative personality.
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3.1.3.4 Biological Determinants (Supplementary
Factor)

Biological determinants refer to the influence of heredity,
genetics, and neurobiological processes on personality
development. Although this factor is not explicitly highlighted
in many public administration syllabi, extensive international
research in psychology and behavioural sciences indicates
that biological factors play a foundational role in shaping
temperament, which later interacts with social and environmental
influences.

Genetic Predispositions: Genetic inheritance contributes to
basic personality traits such as extroversion and introversion,
emotional reactivity, intelligencegand energy patterns. Research
suggests that individuals may be, biologically predisposed
to be more sociable, cautious, emotionally sensitive, or
intellectually curious. In“public administration, such inherited
traits can influence career preferences, leadership styles, and
communication patterns.»For ‘instance, an individual with a
genetic inclinafion towards extroversion may perform better in
public-facing roles, while those with higher cognitive abilities
may excel in analytical or policy-oriented functions.

Neurobiological Factors and Stress Handling:
Neurobioldgical  factors, including brain structure, hormonal
balance, and nervous system functioning, affect how individuals
respondmstesstress, pressure, and emotional challenges.
Variations in stress hormones such as cortisol influence whether
a person remains calm or becomes anxious under demanding
conditions. In administrative roles that involve public scrutiny,
crisis management, and high accountability, these biological
differences partly explain why some officers handle stress
effectively while others experience emotional strain.

Interaction with Social and Environmental Factors:
Biological determinants do not operate in isolation. Instead,
they interact continuously with family upbringing, societal
influences, and environmental conditions to shape an
individual's core personality. While biology provides the initial
temperament, socialisation and experience refine and modify
behavioural expressions. In public administration, recognising
this interaction helps in designing balanced recruitment, training,
and stress-management systems that accommodate individual
differences and promote administrative effectiveness.
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3.1.4 Personality and Development

Personality development is the continuous, dynamic process
by which an individual’s behavioural patterns, emotional
responses, attitudes, values, and cognitive abilities evolve over
time. Personality is not fixed at birth; rather, it develops gradually
through interaction with social, educational, professional, and
personal experiences. In public administration, personality
developmentis especially importantbecause administrators must
adapt to changing roles, responsibilities, public expectations,
and governance challenges throughout their careers.

3.1.4.1 Processes Influencing Personality Development

1. Learning and Socialisation

Learning and socialisation are fundamental processes in
personality development. Frem childhood onwards, individuals
learn acceptable behaviour, eommunication styles, and social
norms throughd/family, “peers, “‘educational institutions, and
society. In public administration, socialisation into service
values such as neutrality, accountability, and public interest,
as well.asyprofessional behaviour. Interaction with colleagues,
senidrs, subordinates, and citizens further refines interpersonal
skills, emotional maturity, and ethical conduct.

2. Life Experiences

Life experiences, both positive and negative, play a crucial
role in shaping personality. Experiences such as success, failure,
hardship, leadership responsibilities, or exposure to diverse
social conditions influence emotional strength, confidence,
empathy, and resilience. For public servants, experiences like
managing crises, working in remote areas, or handling public
grievances contribute significantly to the development of
patience, adaptability, and problem-solving abilities.

3. Education and Training

Education and training contribute to personality development
by enhancing knowledge, critical thinking, discipline, and self-
confidence. Formal education develops cognitive abilities, while
professional training programmes in public administration
focus on leadership skills, ethics, communication, and decision-
making. Institutions such as civil service academies play a vital
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role in shaping administrative attitudes, professional identity,
and behavioural standards through structured learning and field
exposure.

4. Work Culture and Administrative Environment

The work culture and administrative environment strongly
influence personality development. A supportive, transparent,
and participative organisational culture encourages initiative,
responsibility, and ethical behaviour. In contrast, rigid or
politically pressured environments may lead to risk-averse or
defensive attitudes. Over time, the norms, leadership styles, and
accountability mechanisms within public organisations shape
how administrators interact, make decisions, and manage stress.

5. Self-Reflection and Personal Growth

Self-reflection and Ppersonal growth involve conscious
efforts by individuals to understand their strengths, weaknesses,
values, and behavioural patterns.:’Through reflection, feedback,
and self-assessment, administrators can improve emotional
intelligence, ethical sensitivity, and leadership effectiveness. In
public administration, continuous self-reflection helps officers
aligndheir personal'geals with public service values, fostering
balanced personality development and professional excellence.

3.1:4.2 Application to Public Administration

Personality development has direct and practical relevance
to public administration, as administrators are required to
demonstrate leadership, emotional balance, ethical conduct,
and adaptability in complex governance environments. The
processes of training, field experience, emotional intelligence
development, and value-based education collectively shape an
effective administrative personality.

1. Training and Professional Development

Training and professional development play a crucial
role in shaping the personality of public administrators.
Premier institutions such as the Lal Bahadur Shastri National
Academy of Administration (LBSNAA), Sardar Vallabhbhai
Patel National Police Academy (SVPNPA), Hyderabad, and
the National Institute of Rural Development and Panchayati
Raj (NIRDPR), Hyderabad, conduct structured personality-
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development programmes for civil servants. These programmes
focus on communication skills, emotional intelligence,
leadership abilities, and ethical awareness. Trainees are
exposed to adventure sports to develop courage, risk-taking
ability, and teamwork; village immersion programmes to foster
empathy, social sensitivity, and grassroots understanding; and
public speaking and group exercises to enhance confidence and
clarity in communication. Such training initiatives help mould
balanced, confident, and socially responsive administrators.

2. Role of Administrative Experience

Administrative experience, especially field-level exposure,
significantly contributes to personality development. Handling
real-life challenges such as disasters, law-and-order situations,
and public grievances strengthems, resilience, judgment, and
decision-making ability. Experience, teaches administrators
how to remain calm under pressure, manage uncertainty, and
respond effectively to public needs.

Case Study: During the 2018 Kerala floods, IAS officer Dr.
K. Vasuki, then District Collector of Thiruvananthapuram,
demonstrated | exemplary /leadership through transparent
communication, ‘calm_deCision-making, and high emotional
intglligence. Héx ability to coordinate relief operations efficiently
was the restilt of years of administrative experience, illustrating
how field experience shapes a mature, effective administrative
personality,

3. Emotional Intelligence (EI) and Personality Growth

Emotional Intelligence (EI) has emerged as a key component
of personality development in public administration. According
to Daniel Goleman, EI includes self-awareness, self-regulation,
motivation, empathy, and social skills. Administrators with high
emotional intelligence are better equipped to manage stress,
understand public emotions, and build trust with stakeholders.
High EI helps officers handle grievances sensitively,
reduce workplace conflicts, and promote cooperative work
environments, making it an essential quality for effective
governance.

4. Ethical and Value-Based Development

Ethical and value-based development forms the moral
foundation of an administrative personality. Values such as
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integrity, fairness, accountability, and commitment to public
service guide administrators in making just and transparent
decisions. Training modules on “probity in governance” for
civil servants emphasise transparency, accountability, and
citizen-centric behaviour. These value-oriented initiatives help
inculcate ethical sensitivity and responsibility, thereby shaping
a principled, trustworthy administrative personality essential to
democratic governance.

Summarized Overview

/

This unit introduced the concept of personality and examined its significance in
shaping administrative behaviour, decision-making, leadership, and interpersonal
relations in public administration. It discussed majog personality approaches,
including type approaches (Hippocrates, Jung, Type A and“Type B), trait approaches
with special emphasis on the Big Five Personality Model, and psychoanalytic and
humanistic theories. The unit also analysed the detéfminants of petsonality, including
family, societal, environmental, and biological factors,and highlighted their combined
influence on personality development. Furthér, it éxplained hew personality evolves
through learning, life experiences, education, work culture, and self-reflection. Finally,
the unit demonstrated the practical application of personality development in public
administration, focusing on training institutions, administrative experience, emotional
intelligence, and ethical values, stipported by real Iadian case studies. Overall, the unit
emphasises that effective publi€ administfation depends not only on rules and structures
but also on the continuous development of administrators’ personalities. /

=
sell-Assessment

—:

N

Define personality andéxplain its key features with examples from public ad-
ministration.

2. Examine the Type A and Type B personality theories and analyse their relevance
to administrative roles.

3. Discuss the Big Five Personality Model and explain its application in public
administration.

4. Analyse the determinants of personality with suitable Indian examples.

5. Explain how personality development contributes to effective and ethical public
administration.
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Assignments

&=

Identify a public administrator (serving or retired) and analyse their personality
traits using the Big Five Personality Model.

2. Conduct a small survey among classmates to identify Type A and Type B person-
ality characteristics and prepare a brief report.

3. Prepare a case study on how emotional intelligence helps in grievance redressal
or disaster management.

4. Observe the work culture of a local government office and write a note on how it
influences administrative personality.

5. Design a short personality development programme formewly recruited civil ser-
vants, focusing on ethics and emotional intelligence. /

-
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Space for Learner Engagement for' Qbjective Questions

Learners are encouraged to develop objective questions based on the content in the
paragraph as a sign of their comprehension of the content! The Learners may reflect on the
recap bullets and relate their understanding with the narfative in order to frame objective
questions from the given text. ThedUniversity expeetsithat 1 - 2 questions are developed for
each paragraph. The space given below cafi be used for listing the questions.
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Psychoanalytical Theories

| Learning Outcomes

After completing this unit, the learners will be able to:

» explain the core ideas of major psychoanalytical theorists and their relevance
to organisational behaviour

+ analyse administrative behaviour, leadership s
ing psychoanalytical concepts

* describe Jung’s, Adler’s, and Berne’s theori derstand personality differ-
ences, motivation, and communicatio

develop self-awareness and

Modern organisa g public and private sector institutions, increasingly
recognise that managerial tiveness depends not only on technical skills and
rational decision-makingbut also on a deep understanding of human behaviour. Studies
in organisational behaviour indicate that nearly 60-70% of workplace issues, such
as conflict, resistance to change, leadership failure, stress, and poor communication,
are linked to psychological and emotional factors rather than structural or procedural
problems. According to global surveys by organisations like Gallup, low employee
engagement—often driven by unmet emotional and psychological needs—costs the
global economy over USD 7 trillion annually. These realities highlight the importance
of psychological perspectives in management education, particularly for MBA students
who are future leaders and decision-makers.

Psychoanalytical theories provide a foundational framework for understanding the
hidden, unconscious forces that influence behaviour at work. Unlike purely rational or
economic models of management, psychoanalytical approaches explain why individuals
react emotionally under pressure, misuse authority, resist organisational change, or
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struggle with ethical dilemmas. In complex organisational environments characterised
by competition, performance pressure, and uncertainty, managers frequently encounter
stress-related issues such as burnout, anxiety, and interpersonal conflict. This unit equips
MBA students with critical psychological insights drawn from the works of Freud, Jung,
Adler, and Berne, enabling them to understand behaviour beyond surface actions and
apply emotional intelligence, self-awareness, and ethical judgement in managerial and
leadership roles.

Psychoanalysis, Unconscious mind, Personality, Leadership behaviour, Transactional
Analysis

3.2.1 Psychoanalytical. Theories.in Organisational
Behaviour

Psychoanalytical theorigs explain human behaviour by
focusing on individuals'dnner mental world rather than only
their observable,actions. These theories argue that behaviour in
organisatiofis is shaped not just by rules, incentives, or formal
autherity, but also by unconscious emotions, personal conflicts,
childhoed experiences, and hidden fears. In workplaces,
especially bureaucratic organisations, these internal forces often
influence decision-making, leadership style, and reactions to
stress in subtle yet powerful ways. Therefore, psychoanalytical
theories provide deeper insights into why employees sometimes
behave unpredictably or emotionally rather than rationally.

» Individuals'inner
mental world

In Organisational Behaviour, psychoanalytical perspectives
are useful for understanding issues such as resistance to
change, misuse of power, interpersonal conflict, job stress, and
emotional burnout. For instance, an employee’s excessive need
for control may stem from unresolved insecurity rather than
organisational requirements. Unlike behavioural theories that
focus on rewards and punishments, psychoanalytical theories
examine why individuals respond differently to the same
organisational conditions. This makes them especially relevant
in complex organisations where human emotions interact with
rigid structures.
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» Importance in public
administration

» Unconscious mental
processes

In the field of Public Administration, psychoanalytical
theories hold special importance because administrators
frequently operate in high-pressure, politically charged,
and emotionally demanding environments. Civil servants
deal with public grievances, ethical dilemmas, authority
conflicts, and constant scrutiny, all of which can trigger
deep psychological responses. Understanding unconscious
motives helps administrators manage their own stress, avoid
authoritarian tendencies, and respond empathetically to citizens
and colleagues. Scholars such as Herbert Simon have also
acknowledged that administrative behaviour is often bounded
by psychological limitations, not pure rationality (Simon,
Administrative Behavior).

This unit examines the psyéhoanalytical contributions of
Sigmund Freud, Carl Jung, Alfred Adler, and Eric Berne, and
connects their ideas to real administrative and organisational
contexts. Their theories ‘help explain leadership styles, team
behaviour, organisational culture, and €ommunication patterns
in public institdtions. By studying these thinkers, public
administrators/can develop greater self-awareness, emotional
intelligence, and ethical semsitivity, which are essential for
effective governance. The relevance of these theories is evident
in readl-world cases 'such as bureaucratic rigidity, leadership
failure, and efganisational stress in public sector institutions.

3.2.1.1 Freudian Theory of Psychoanalysis

Sigmund Freud (1856-1939), widely regarded as the founder
of psychoanalysis, proposed that human behaviour is largely
shaped by unconscious mental processes rather than deliberate
and rational thinking alone. He argued that individuals are
often unaware of the deeper emotional reasons behind their
actions, anxieties, and conflicts. Freud’s ideas challenged the
assumption that people always behave logically, an insight that
later became influential in organisational and administrative
studies. In public administration, his theory helps explain stress,
authority conflicts, leadership failures, and ethical lapses that
cannot be understood solely through rules and procedures.

Freud believed that personality develops through continuous
inner conflict between instinctual urges and social restraints.
These conflicts, if not managed well, can result in frustration,
aggression, or irrational behaviour at the workplace. Scholars
of organisational behaviour have applied Freudian concepts
to understand why administrators may resist change, misuse
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authority, or experience emotional burnout. As noted by Herbert
Simon in his book Administrative Behaviour, administrative
decisions are often psychologically bounded rather than purely
rational.

3.2.1.1.1 Structure of Personality: Id, Ego, and Superego

Freud explained personality using a three-part structure: Id,
Ego, and Superego, each representing different psychological
forces. These components operate simultaneously and often
come into conflict, influencing behaviour and decision-
making. In public administration, understanding this structure
helps explain how administrators balance personal ambition,
institutional demands, and ethical responsibility. This framework
is particularly useful in analysing leadership behaviour and
ethical dilemmas in governance.

y

Superego

EGO

Fig. 3.2.1 Structure of Personality

Id (Instinctual Drives)

The ‘Id’ represents the most primitive part of personality
and consists of basic instincts such as desire, aggression, and

self-interest. It operates on the pleasure principle, seeking
immediate satisfaction without considering laws, rules, or moral
consequences. In public administration, id-driven tendencies

» Basic instincts — -

may surface as a desire for power, status, or quick recognition,
especially in competitive bureaucratic environments. For
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» Rational and
practical component

» Moral dimension of
personality

example, an officer reacting aggressively to criticism from
superiors may be unconsciously responding from the id rather
than from professional judgment.

Although public servants are trained to control such
impulses, Freud emphasised that the id never disappears; it
remains active at the unconscious level. During periods of
stress, political pressure, or crises, id impulses may temporarily
dominate behaviour. Studies of administrative misconduct
reveal that impulsive decisions often arise when emotional
control weakens. Recognising the id helps administrators
develop better emotional discipline.

Ego (Reality-Oriented Decision Maker)

The Ego functions as the rational and practical component
of personality, mediating between ‘instinctual desires and
external reality. It operates, on the reality principle, ensuring
that actions are taken within legal, institutional, and situational
constraints. In public administrationgthe ego enables officers to
balance personal feelings with rules, public expectations, and
political realities. This is essential for effective governance and
responsible leadership.

For instancey, a District Collector may personally feel
sympathy €oward protestors (emotional impulse) but must
still maintain law and order while negotiating solutions. The
ego helps.administrators take pragmatic decisions that serve
public interest without violating legal frameworks. Strong ego
functioning is reflected in calm decision-making, emotional
control, and professional conduct during crises. Administrative
tfaining programmes indirectly strengthen the ego by promoting
rational analysis and procedural discipline.

Superego (Moral and Ethical Control)

The Superego represents the moral dimension of personality
and consists of internalised values, ethics, and societal norms.
It functions as an inner conscience that guides individuals
toward what is right rather than what is merely convenient. In
public administration, the superego is reflected in adherence to
constitutional values, integrity, impartiality, and accountability.
It discourages unethical shortcuts even when personal gain or
political pressure is strong.
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» Constructive and
creative dimension

For example, whistle-blowers in public institutions often act
under strong superego influence, choosing ethical responsibility
over personal safety or career advancement. Historical cases of
ethical administrators, such as E. Sreedharan in Indian public
service, demonstrate how moral conviction guides professional
conduct. A well-developed superego is essential for ethical
governance and public trust. Civil service codes of conduct
aim to institutionalise superego values within administrative
systems.

Relevance of Freudian Theory to Public Administration

Freud’s theory explains why administrators often experience
psychological tension between personal ambition (id), practical
constraints (ego), and ethical sesponsibility (superego). This
internal struggle becomes moreyintense in environments
involving political pressure, publieyscrutiny, and limited
resources. Understanding this dynami¢ helps explain ethical
dilemmas, stress-related disorders, and emotional exhaustion
among civil seryants. Ttalso shedsgight on why some officials
abuse authority while others exercise restraint.

Freudian insights are indirectly reflected in modern civil
servige training programimes that emphasise ethics, emotional
regulation, stress management, and self-control. Leadership
development initiatives increasingly focus on psychological
resilience and moral reasoning. By understanding unconscious
motivationsy” administrators can improve decision-making,
maintain integrity, and manage emotions more effectively. Thus,
Freudian theory remains relevant for analysing administrative
behaviour beyond formal rules and structures.

3.2.1.2 Carl Jung and His Contributions

Carl Gustav Jung (1875-1961) was a prominent
psychoanalyst who extended psychoanalytical theory beyond
Freud’s emphasis on repression and conflict. Jung believed
that the human mind also possesses a constructive and
creative dimension, enabling individuals to grow, adapt, and
find meaning in their experiences. His ideas significantly
influenced organisational behaviour by explaining personality
differences, leadership styles, and organisational culture. For
public administrators, Jung’s approach offers a more balanced
understanding of human behaviour that includes both emotional
depth and personal development.
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Jung’s theories are particularly relevant in modern
administrative settings where collaboration, innovation, and
cultural sensitivity are essential. Public organisations often
consist of individuals with diverse psychological orientations,
and Jung’s work helps explain these differences. His emphasis
on self-awareness and integration is valuable for leadership
development in governance. As noted in Man and His Symbols,
Jung viewed psychological understanding as a path to mature
and responsible behaviour.

3.2.1.2.1 Jung’s Departure from Freud

Jung’s major departure from Freud lay in his interpretation
of the unconscious mind. While Freud viewed the unconscious
primarily as a repository of suppressed desires and unresolved
conflicts, Jung believed it also eontained positive potential,
including creativity, wisdom, and" inherited psychological
patterns. According to Jung, individuals are not driven solely
by past trauma but are also motivated by the search for meaning
and personal grewth. This optimistic view made his theory
more applicable to organisational and administrative contexts.

In organisational behaviour, Jung’s approach helps explain
why_.€mployees maypseek purpose and identity in their work,
beyond matefial, rewards. For example, public servants often
derive motivation from service to society, reflecting Jung’s
belief in meaningful work. Leadership studies have applied
Jungianiideas to understand transformational leadership, where
leaders inspire shared values rather than enforce authority.
Thus, Jung’s departure from Freud enabled psychoanalysis to
shift from pathology to positive organisational development.

3.2.1.2.2 Personal and Collective Unconscious

Jung proposed that the unconscious mind operates at
two interconnected levels that shape human behaviour both
individually and collectively. They are the personal unconscious
and the collective unconscious. These layers influence attitudes,
emotions, and responses in organisational settings, often without
conscious awareness. In public administration, understanding
these unconscious layers helps explain leadership behaviour,
authority relationships, and organisational culture. Jung’s
framework moves beyond individual psychology to explain
shared behavioural patterns within institutions.
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Personal Unconscious: Individual Memories and
Experiences

The personal unconscious consists of an individual’s
forgotten, suppressed, or emotionally charged memories
formed through personal life and work experiences. These
may include earlier interactions with authority, experiences
of success or failure, or stressful administrative postings. For
example, a public officer who previously faced public criticism
or media scrutiny may become overly cautious or risk-averse in
later assignments. Such reactions are not always rational but are
influenced by stored emotional experiences within the personal
unconscious.

In administrative work, the personal unconscious often affects
leadership style and interpersonal, relationships. An officer
with supportive mentors may adopt @ayparticipative leadership
approach, whereas one with negative supervisory experiences
may become rigid or defensive. Jung emphasised that although
these memoriesare not eonsciously recalled, they continue
to influence bghaviour. Recognising this helps administrators
develop self-awareness and emotional maturity.

Collective Unconscious: Shared Human Experiences
Inherited Across Generations

The collective unconscious represents a deeper psychological
layer sharedsby all human beings, shaped by common human
experiences across generations. Jung argued that this layer
contains universal patterns of thought and behaviour that are
inhefited rather than learned. In public administration, these
shared patterns influence how authority, leadership, justice,
and governance are perceived by both officials and citizens.
This explains why certain administrative roles carry symbolic
importance beyond their legal functions.

For instance, the role of a District Magistrate or Collector is
often viewed as a symbol of order, protection, and authority, even
before any action is taken. Citizens may instinctively expect
fairness, firmness, and moral leadership from such officials.
Similarly, administrators may unconsciously adopt authoritative
or paternalistic behaviour because the role itself activates deep
psychological expectations. This shared perception reflects the
influence of the collective unconscious in governance.
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Archetypes and Their Influence on Administrative

Behaviour

The collective unconscious contains archetypes such as
the leader, ruler, hero, caregiver, and judge, which influence
behaviour subconsciously. In public administration, leadership
positions often activate these archetypes, shaping how officers
understand their authority and responsibilities. For example,
during natural disasters, administrators often assume the
“protector” or “caregiver” archetype by coordinating relief and
reassuring citizens. Such behaviour is not merely procedural

but emotionally and symbolically driven.

Archetypes also shape public expectations of administrators.
Citizens may expect officials tgyact decisively like a “ruler”
or compassionately like a “caregiver,” depending on the
situation. When administrators fail t@ meet these unconscious
expectations, dissatisfaction,and conflict may arise even if rules
are followed. Understanding archetypgs helps public officials
balance authoritywith empathy and@void rigid role behaviour.

Jung’s congepts of personal and collective unconscious
help explain why, administrative behaviour is shaped not only
by rules but also byadeep psychological patterns. Leadership
efféctiveness@ften depends on how well administrators manage
both their personal experiences and the symbolic expectations
attached to their roles. Awareness of unconscious influences
helps“prevent misuse of authority and encourages reflective
leadership. Consequently, Jungian theory remains highly
relevant for understanding organisational culture and leadership

behaviour in public administration.

3.2.1.2.3 Personality Types: Introversion and Extroversion

Carl Jung classified individuals based on the direction in
which they primarily channel their psychological energy.
According to Jung, personality differences arise not from
ability or intelligence, but from whether a person is more
inward-oriented or outward-oriented in processing experiences.
This distinction is especially useful in understanding behaviour,
leadership style, and communication patterns in organisations.
In public administration, recognising these personality types

helps in assigning roles that match individual strengths.
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> Internal thoughts,
reflection, and
careful analysis

Personality

Types
| |

Introversion Extroversion

Fig. 3.2.2 Personality Types

Introverts: Reflective, Analytical, Inward-Focused

Introverted individuals tend tonfocus on internal thoughts,
reflection, and careful analysis before acting. They prefer
structured environmentsfhdetailed planning, and independent
work that allows concentration and depth. In public
administration, introverted officersfoften excel in policy
formulation, legal drafting,\budgeting, and data analysis. For
example, officers involved in preparing Five-Year Plans or
drafting government orders benefit from reflective thinking and
analytical precision.

Introvertéd administrators may not seek public visibility but
contribute significantly through intellectual and strategic work.
They are oftefi effective in research units, planning boards,
and regulatory bodies where thoughtful evaluation is essential.
Jung emphasised that introversion is not social withdrawal but
a preference for internal processing. Proper recognition of such
stréngths prevents the underutilisation of capable officers.

Extroverts: Sociable, Action-Oriented, Outward-Focused

Extroverted individuals direct their energy outward and
thrive on interaction, activity, and immediate engagement.
They are comfortable with public speaking, negotiations,
and rapid decision-making in dynamic situations. In public
administration, extroverted officers perform well in public
relations, disaster management, field administration, and crisis
communication. For instance, district officials coordinating
relief operations during floods often rely on extroverted skills
to mobilise communities and liaise with multiple agencies.
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Extroverted administrators are often perceived as
approachable and decisive, which strengthens citizen
engagement. Their outward orientation helps in conflict
resolution, grievance redressal, and community outreach
programmes. Jung noted that extroversion supports action
and responsiveness, both of which are essential in frontline
administrative roles. However, extroverts also benefit from
institutional checks to ensure reflective decision-making.

Application in Administration: Role Allocation and Team
Building

Understanding introversion and extroversion helps public
organisations allocate roles more effectively and build
balanced teams. When policy amalysts, planners, and finance
officers (often introverted) work alongside field officers and
public communicators (often extroverted), administrative
efficiency improves. Many modern | ¢ivil service reforms
emphasise competency-basedypostings that indirectly reflect
Jung’s insights info personality. Sueh psychological awareness
reduces role mismatch, improves job satisfaction, and enhances
organisational performance.

Administrative Relevance of Jung’s Theory

Jung’s psychological theories offer valuable insights into
administrative /behaviour by explaining how personality
differencessshape leadership, communication, and workplace
relationships. In public organisations, where individuals
from| diverse backgrounds work within hierarchical systems,
Jung’s ideas help administrators understand both their own
behaviour and that of others. His emphasis on self-awareness
and psychological balance supports ethical and effective
governance. As a result, Jung’s theory has become influential
in modern leadership development and organisational studies.

1. Understand Leadership Styles: Jung’s theory helps
administrators understand that leadership styles vary ac-
cording to personality orientation rather than competence
alone. Introverted leaders may prefer thoughtful deci-
sion-making and long-term planning, while extroverted
leaders may focus on visibility, engagement, and quick
action. For example, senior officers working in poli-
cy think tanks often demonstrate reflective leadership,
whereas district-level administrators managing public
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grievances adopt more interactive styles. Recognising
these differences allows organisations to appreciate mul-
tiple leadership approaches rather than promoting a single
ideal model.

Appreciate Diversity in Work Behaviour: Jung’s ideas
encourage administrators to recognise that employees dif-
fer in how they perceive situations, process information,
and respond to authority. In public offices, some officials
may work best independently with data and documenta-
tion, while others thrive in team-based or field-oriented
roles. Misunderstanding these differences often leads to
unfair performance evaluations. By applying Jungian in-
sights, administrators can create inclusive work environ-
ments that value diverse psychological strengths.

Improve Communication and €oordination: Effective
communication in public administration depends on un-
derstanding how individuals express and interpret infor-
mation. Jung’s theory explains'why some officers prefer
written communicationiand detailed reports, while others
rely on verbal discussion and direct interaction. For in-
stance, coordination between planning departments and
field agencies impfoves when communication styles are
adjusted to, suit different personality orientations. This
psychological awareness enhances cooperation and re-
duces misinterpretation.

Reduce Interpersonal Conflict: Many interpersonal
conflicts in public organisations arise from personali-
ty differences rather than policy disagreements. Jung’s
framework helps administrators recognise that conflict
may result from contrasting psychological orientations,
such as introversion versus extroversion. Awareness of
these differences encourages tolerance and mutual respect
among colleagues. As a result, administrators can resolve
conflicts more effectively by addressing underlying be-
havioural patterns instead of assigning blame.

Jung’s Theory and Modern Personality Tools

> Myers—Briggs Type
Indicator (MBTI)

Jung’s concepts form the theoretical foundation of modern

personality assessment tools such as the Myers—Briggs Type
Indicator (MBTI). MBTI has been widely used in leadership
training programmes, including civil service and public sector

o
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» Individual
Psychology

capacity-building initiatives, to improve self-awareness and
team effectiveness. Governments in countries such as the United
Kingdom and Singapore have incorporated personality-based
training modules into administrative development programmes.
These applications demonstrate the continued relevance of
Jung’s ideas in contemporary public administration.

3.2.1.3 Contributions of Alfred Adler

1. Individual Psychology and Social Interest

Alfred Adler (1870-1937), a contemporary of Freud,
developed Individual Psychology as an alternative approach
that emphasised social relationships, purposeful behaviour,
and community life. Adler rejéeted Freud’s heavy focus on
sexual instincts and unconscious repression, arguing instead
that human behaviour is largely shapediby conscious goals and
social context. He believedithat individuals are motivated by a
desire to belong and contribute meaningfully to society. This
perspective makes Adler’sitheory patticularly relevant to public
administrationy which is rooeted in service, responsibility, and
collective welfare.

Adler viewed “individuals as goal-oriented and socially
embedded, rather than driven solely by inner conflict. In
administrative organisations, behaviour is often influenced by
professional idéntity, social recognition, and commitment to
public'values. For example, civil servants working in health,
education, or social welfare sectors often derive motivation
from service outcomes rather than personal reward. Adler’s
theory thus aligns closely with the normative foundations of
public service.

2. Rejection of Freud’s Emphasis on Sexual Instincts

Adler strongly disagreed with Freud’s view that sexual
instincts are the primary drivers of human behaviour. He argued
that such an explanation ignored the importance of social
environment, cultural expectations, and personal purpose.
According to Adler, individuals act based on how they interpret
their position in society and their desire to achieve competence
and respect. In public administration, this explains why officers
often prioritise reputation, service record, and social impact
over personal gratification.
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» Pursuit of excellence
and usefulness

Adler’s departure from Freud made psychoanalysis more
applicable to organisational and administrative contexts. Public
officials are influenced by institutional roles, public expectations,
and ethical norms rather than instinctual drives alone. This
shift allows administrators to be seen as responsible social
actors capable of self-direction. Adler’s ideas, therefore, offer
a more practical framework for understanding administrative
behaviour.

3. Motivation to Overcome Weakness and Achieve Significance

According to Adler, individuals are motivated by a universal
feeling of inferiority arising from human limitations and social
comparison. This feeling is not negative; rather, it stimulates
effort, improvement, and growth. In public administration,
officers often strive to enhance theiricompetence, authority, and
professional standing to overcome pereeived inadequacies. For
instance, young probationary officers may work diligently to
establish credibility and confidence within the administrative
system.

Adler referted to this proeess as the striving for superiority,
not in a dominating sense,/but as a pursuit of excellence and
usefulness. When' guided positively, this motivation leads to
innovation, résponsibility, and effective leadership. However,
if imisdirected, it may result in authoritarianism or excessive
competition. Understanding this dynamic helps administrators
channellambition toward constructive public service.

4. Social Interest and Public Service

Akey concept in Adler’s theory is social interest, which refers
to an individual’s concern for others' welfare and commitment
to the common good. Adler believed that psychological
health is reflected in the ability to cooperate and contribute to
society. In public administration, social interest is evident in
administrators who prioritise equity, inclusiveness, and citizen
welfare. Examples include officials who design participatory
governance programmes or ensure fair delivery of public
services.

Social interest forms the ethical foundation of public service
motivation. Administrators with strong social interests are
more likely to act with integrity and empathy. Modern public
administration theories on public service values resonate
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» Inferiority,
compensation and
social interest

» Concern for the
welfare of others

strongly with Adler’s ideas. Hence, Adler’s theory provides both
psychological and moral insight into administrative behaviour.

3.2.1.3.1 Key Concepts of Adler

Alfred Adler’s Individual Psychology is built around a
few core ideas that explain human motivation in social and
organisational life. Among these, inferiority, compensation
and social interest are especially relevant for understanding
behaviour in public administration. Adler viewed individuals as
purposeful beings who strive for significance within their social
environment. These concepts help explain leadership behaviour,
ethical conduct, and motivation among public servants.

1. Inferiority and Compensation

Adler argued that feelings of ‘inferiority are a universal
human experience, oftenforiginating in early childhood due to
physical, social, or psychelogical limitations. These feelings
motivate individual§ to, compensateé by developing skills,
authority, or competence. In public administration, excessive
assertiveness, rigid control; or domination by some officials
may reflect an attempt to compensate for underlying insecurity.
For example, an officer who insists on absolute control over
subordinates a#hay be unconsciously attempting to overcome
feelings ofdnadequacy.

However, Adler emphasised that compensation can also be
positive and healthy. When individuals channel their sense of
mferiority into learning, hard work, and self-improvement, they
develop a sense of dedication and professional excellence. Many
cofmmitted public servants demonstrate this form of healthy
compensation by continuously improving administrative
efficiency and service delivery. Understanding this distinction
helps in evaluating leadership behaviour more accurately.

2. Social Interest

Social interest is a central concept in Adler’s theory, referring
to an individual’s genuine concern for the welfare of others and
society as a whole. Adler believed that psychological health
is reflected in cooperation, empathy, and a sense of social
responsibility. In public administration, social interest is evident
when officials prioritise public welfare over personal benefit.
Administrators who design inclusive welfare policies or ensure
equitable service delivery reflect strong social interest.
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» Overcompensation

Public administrators with high social interest demonstrate
citizen-centric governance and ethical leadership. For instance,
officers implementing participatory development programmes
or transparent grievance-redressal systems demonstrate
a commitment to collective well-being. Such behaviour
strengthens public trust and institutional legitimacy. Adler
considered social interest the foundation of both effective
leadership and moral responsibility.

Adler’s Individual Psychology offers valuable insights into
contrasting patterns of behaviour among public administrators.
His theory explains why some officers misuse authority, while
others adopt ethical, service-oriented leadership styles. By
focusing on feelings of inferiority, compensation, and social
interest, Adler provides a psychielogical explanation for both
constructive and destructive administrative behaviour. This
makes his ideas highly relevant to understanding leadership,
motivation, and ethics in‘pablic administration.

3.2.1.3.2 Relevance to Public Administration

1. Misuse of Authority to Prove Superiority

Actording to “Adlerfindividuals who experience strong
feelings of inferiority may attempt to compensate by dominating
and contrélling | others. In public administration, this can
manifest as authoritarian behaviour, excessive use of power,
or unwillingfiess to delegate. For example, an officer who
rigidly enforces minor rules or discourages participation may
be unconsciously trying to assert superiority. Such behaviour
oftefi damages morale and reduces organisational effectiveness.

Adler described this as overcompensation, where the pursuit
of superiority becomes unhealthy. Rather than serving public
interest, authority is used for self-validation. Understanding
this psychological pattern helps institutions identify leadership
problems early. It also encourages corrective measures such as
mentoring and behavioural training.

2. Inclusive and Service-Oriented Leadership

In contrast, Adler believed that psychologically healthy
individuals develop social interest, which directs their efforts
toward collective welfare rather than personal dominance. In
public administration, such officers demonstrate inclusive
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» Humility, teamwork,
and service values

leadership by encouraging participation, collaboration, and
transparency. Examples include administrators who involve
local communities in development planning or prioritise
marginalised groups in welfare programmes. Their leadership
reflects confidence without arrogance.

Service-oriented administrators focus on outcomes that
benefit society rather than personal recognition. Adler viewed
this orientation as the highest form of psychological maturity.
Such leadership builds trust, cooperation, and long-term
institutional credibility. It aligns closely with democratic
governance principles.

3. Alignment with Administrative Training and Values

Training programmes that emphasise humility, teamwork, and
service values closely reflect Adler’s,philosophy of Individual
Psychology. Modern civihservice training increasingly focuses
on emotional intelligence, €thical reasoning, and collaborative
problem-solving. Fhese appreachess help officers channel
ambition into positive social contribution rather than personal
dominance. Adler’s ideas thus provide a psychological
foundation for\values-based administrative training.

By “encouraging teooperation and social responsibility,
Adler’s theofy  supports sustainable leadership development.
It thelps create administrators who are both competent and
compassionated As a result, Adler’s relevance to public
administration extends beyond theory into practical governance.

3.2.1.4 Contributions of Eric Berne

Eric Berne (1910-1970) made a significant contribution to
psychoanalytical thought by translating complex psychological
ideas into a simple, practical, and observable framework.
Unlike earlier psychoanalysts who focused mainly on inner
conflict, Berne emphasised everyday communication and
social interaction. His ideas gained wide acceptance in
organisational behaviour, management training, and leadership
development. In public administration, Berne’s work helps
explain communication patterns, authority relationships, and
interpersonal conflict.

3.2.1.4.1 Transactional Analysis (TA)

Transactional Analysis (TA) is a psychoanalytical framework
developed by Eric Berne to analyse how people interact
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» Inappropriate ego-
state interactions

in social and organisational settings. Berne believed that
communication failures and conflicts arise from inappropriate
ego-state interactions rather than from structural problems
alone. TA is widely used in organisations because it provides
a clear method for improving communication and teamwork.
In public administration, TA is applied in leadership training,
grievance handling, and citizen interaction.

Berne’s approach is particularly useful in bureaucratic
environments where hierarchical communication is common.
Misunderstandings between superiors and subordinates often
stem from emotional or authoritative responses rather than
rational dialogue. TA helps administrators identify these
patterns and adjust their behaviour. This makes it a practical
tool for improving administrativé,effectiveness.

Fig. 3.2.3 Transactional Analysis
Parent (Authoritative, Rule-Oriented)

The Parent ego state reflects behaviours, attitudes, and
values learned from authority figures such as parents, teachers,
or supervisors. It is characterised by rule-following, discipline,
and moral judgement. In public administration, the Parent state
1s visible when senior officers enforce rules, issue directives, or
correct subordinates. For example, a departmental head strictly
insisting on procedural compliance is operating from the Parent
€go state.

While the Parent state is necessary for maintaining order
and discipline, excessive reliance on it can suppress initiative
and creativity. When administrators communicate only from a
critical Parent position, it may create fear and resistance among
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staff. Berne emphasised the need to balance authority with
understanding. Effective administrators use the Parent state
constructively rather than punitively.

Adult (Rational, Objective)

The Adult ego state represents rational thinking, objective
analysis, and evidence-based decision-making. It focuses
on facts, logic, and problem-solving rather than emotion or
authority. In public administration, the Adult state is crucial
for policy analysis, budgeting, and administrative planning.
For instance, an officer assessing data before implementing a
welfare scheme demonstrates Adult-oriented behaviour.

Communication from the Adult ego state promotes clarity,
cooperation, and mutual respect. Mt is especially important
during negotiations, conflict resolution, and inter-departmental
coordination. Berne considered the 'Adult state the most
effective for organisational functioning. Civil service training
programmes aim«fo strengthen this.ego state through analytical
and decision-making exercises.

Child (Emotional, Spontaneous)

The Child® ego state reflects emotions, creativity, and
spontaneous responses developed in early life. It includes
feelings such ag‘enthusiasm, fear, frustration, or excitement. In
public administration, the Child state may appear when officers
react, emotionally to criticism, feel anxious under pressure,
or show enthusiasm for innovative projects. For example,
defefssive reactions during audits often reflect a child's response.

Although the Child state can cause emotional reactions, it
is also a source of creativity and motivation. Administrators
who express empathy and innovation often draw from positive
Child energy. Problems arise when decisions are made purely
on emotional impulse. Berne stressed the importance of
recognising and appropriately managing the Child state.

Relevance of Transactional Analysis to Public-
Administration

Transactional Analysis provides administrators with a
practical framework for improving communication, reducing
conflict, and strengthening leadership effectiveness. By
identifying ego states in themselves and others, public officials

210 SGOU - SLM - MA Public Administration - Organizational Behaviour m




can respond more consciously rather than emotionally. TA
supports Adult-to-Adult communication, which is essential
for transparent governance and collaborative administration.
Hence, Eric Berne’s contributions remain highly relevant in
contemporary public administration.

3.2.1.4.2 Ego States in Public Administration

Eric Berne’s concept of ego states provides a practical
framework for understanding behaviour and communication
within public organisations. In administrative settings, officials
constantly shift between Parent, Adult, and Child ego states
depending on the situation. Awareness of these states helps
administrators manage authority, make sound decisions, and
handle interpersonal interactions effectively. This framework
is especially useful in hierarchical and citizen-facing public
institutions.

Parent State: Strict Rule Enforcement, Disciplinary Actions

The Parent ego state in publiesadministration is reflected
in strict adherénce to rules; enforcement of discipline, and
corrective supetvision. Senior officers often operate from this
state while issuing orders, €onducting inspections, or ensuring
procedural complianiees” For example, a departmental head
inifiating disCiplinary proceedings for misconduct is acting
from the Parent/state to maintain organisational order. While
necessary for governance, excessive parental behaviour may
discouragesifitiative and open communication.

Constructive use of the Parent state promotes ethical
standards and institutional stability. However, when it becomes
overly critical or authoritarian, it can lead to fear and resentment
among staff. Effective administrators balance firmness with
understanding. Berne emphasised that the Parent state should
guide rather than dominate.

Adult State: Evidence-Based Policy Decisions

The Adult ego state represents rational thinking, objectivity,
and problem-solving based on facts and evidence. In public
administration, this state is essential for policy formulation,
budgeting, programme evaluation, and administrative planning.
For instance, an officer analysing demographic data before
launching a welfare scheme is operating from the Adult state.
Such behaviour supports transparency and accountability in
governance.
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Adult-to-Adult communication improves
between departments and reduces misunderstandings. It is
particularly important during negotiations, crisis management,
and inter-agency collaboration. Berne considered the Adult
state the most effective for organisational functioning. Civil
service training programmes aim to strengthen this state through

analytical and decision-making exercises.

Child State: Emotional Reactions, Creativity, Frustration

The Child ego state reflects emotional responses, spontaneity,
and creativity rooted in early life experiences. In administrative
contexts, this state may surface as frustration during public
criticism, anxiety during audits, or enthusiasm for innovative
projects. For example, defensive reactions to performance
reviews often indicate Child-state behaviour. While such
emotions are natural, unchecked Child responses can impair

professional judgment.

At the same tifne, the Child state’ contributes positively to
creativity, empathy, and motivation. Administrators who design
innovative citizen services often draw on the positive aspects
of this ego state. Problems arise when decisions are made
impulSively or emotionally. Berne stressed the importance of

coordination

regognising afidhappropriately managing the Child state.

3.2:1:S Effective Use of Ego States in Administration

Effective administrators operate mainly from the Adult ego
state; while using the Parent and Child states in a controlled and
appfopriate manner. The Adult state ensures balanced decision-
making, emotional regulation, and rational governance. By
understanding ego-state dynamics, administrators can respond
thoughtfully rather than react emotionally. This leads to
improved leadership effectiveness and healthier organisational

environments.

1. During Grievance Hearings

Grievance hearings are sensitive administrative processes
where officials interact directly with aggrieved employees or
citizens. The effectiveness of grievance redressal depends
largely on the ego state from which the administrator operates,

as explained by Eric Berne’s Transactional Analysis.
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2. Parent dominance may lead to rigid decisions

When an administrator functions predominantly from
the Parent ego state, decisions are based strictly on rules,
procedures, and past precedents. While this ensures discipline
and uniformity, it may ignore the human or contextual aspects
of a grievance. For example, an officer who rejects a genuine
service-related complaint by merely citing regulations, without
exploring possible administrative remedies, may appear
authoritarian. Such rigidity can reduce trust in the grievance
redressal system and increase dissatisfaction among employees
or citizens.

3. Child dominance may cause emotional responses

If the Child ego state dominatesythe administrator may react
emotionally rather than rationally. This can take the form of
irritation when grievane@s, are repeated, excessive sympathy
leading to biased decisions; or defensiveness when questioned.
For instance, angofficial becoming«visibly annoyed during
a public grievance hearing,or making impulsive assurances
without verification can compromise fairness and administrative
credibility. Emeotional responses, though human, can undermine
professionalism m governance.

4. Adult dominance ensures fairness and objectivity

The,Adult.€go state represents rational thinking, fact-based
analysis, ‘and balanced judgement. Administrators operating
from this state listen carefully to grievances, examine evidence,
consult relevant rules, and communicate decisions clearly and
respectfully. For example, an officer who objectively evaluates
documents, considers both administrative constraints and human
concerns, and provides reasoned decisions ensures justice and
transparency. This approach strengthens public confidence and
promotes effective grievance redressal.

Psychoanalytical theories provide deep insight into the
psychological foundations of administrative behaviour. Freud
explains internal conflicts and ethics; Jung highlights personality
differences and leadership styles; Adler emphasises social
responsibility and motivation; and Berne offers practical tools
for workplace interaction. For Public Administration students,
these theories enhance self-awareness, emotional intelligence,
ethical judgement, and administrative effectiveness, making
them indispensable to the study of organisational behaviour.
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sSummarized Overview

/

This unit explores psychoanalytical theories and their relevance to organisational
behaviour and public administration. It explains how human behaviour in organisations
is shaped not only by formal rules and rational processes but also by unconscious motives,
emotions, personality traits, and social experiences. The contributions of Sigmund
Freud, Carl Jung, Alfred Adler, and Eric Berne are discussed in detail to highlight
different psychological perspectives on behaviour, leadership, motivation, ethics, and
communication. Freud’s theory explains internal conflicts through the interaction among
the id, ego, and superego, offering insights into stress, misuse of authority, and ethical
dilemmas in administration. Jung’s concepts of personal and collective unconscious,
archetypes, and personality types help in understanding leadership styles, organisational
culture, and diversity in work behaviour. Adler’s Individual Psychology emphasises
social interest, motivation to overcome inferiority, and $etvice-oriented leadership,
aligning closely with public service values. Eric Berne’s Transactional Analysis provides
a practical framework for analysing communicatiomthrough Parent, Adult, and Child
ego states, with special relevance to grievance handling and administrative decision-
making. Overall, the unit enhances self-awareness, emetionaldintelligence, ethical
sensitivity, and leadership effectiveness améng publie administrators. /

o

Self-Assessment
—:

\

Explain the relevance of psychoanalytical theories to organisational behaviour
and public administration:

2. Discuss Freud’s strueturé,of personality and analyse its implications for ethical
decision-making'in administration.

3. Examine Carl Jung’s'concepts of collective unconscious and archetypes with
reference to administrative leadership.

4. Critically evaluate Alfred Adler’s concept of social interest and its importance
for public service motivation.

5. Describe Eric Berne’s Transactional Analysis and explain how ego states influ-
ence communication in public organisations.

S =
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Assignments

(=

\

Observe a public office or organisation and identify examples of Parent, Adult,
and Child ego states in communication. Prepare a brief report.

2. Conduct a self-assessment to identify whether you are more introverted or extro-
verted and analyse how this may affect your leadership style.
3. Analyse a real or reported case of administrative failure or misconduct using
Freudian concepts of id, ego, and superego.
4. Prepare a case study on a public administrator who demonstrates strong social
interest and service-oriented leadership based on Adler’s theory.
5. Design a short training module for civil servants focusing on improving Adult-to-
\ Adult communication in grievance redressal. /
Reference
/ 1. Freud, S. (1961). The ego and the id. New York: W. W. Norton. \
2. Jung, C. G. (1968). Thedarchetypes anduthe collective unconscious. Princeton:
Princeton University Press.
3. Adler, A. (1956)..The individual psychology of Alfred Adler. New York: Basic
Books.
4. Berne, E. (1964). Games people play. New York: Grove Press.
5. Robbins, S. P., &Judge, T. A. (2019). Organizational behavior (18th ed.). Pear-
son.
\\ 6. Luthans, F. (2011). Organizational behavior (12th ed.). McGraw-Hill. /
Suggested Reading
1. Hughes, R. L., Ginnett, R. C., & Curphy, G. J. (2019). Leadership: Enhancing
the lessons of experience. McGraw-Hill.
2. Denhardt, R. B., & Denhardt, J. V. (2015). Public administration: An action

orientation. Cengage.

)

SGOU - SLM - MA Public Administration - Organizational Behaviour 218




3. Goleman, D. (1998). Working with emotional intelligence. Bantam Books.

4. Sharma, M. P., & Sadana, B. L. (2018). Public administration in theory and
practice. Kitab Mahal.

Space for Learner Engagement for Objective Questions

Learners are encouraged to develop objective questions based on the content in the
paragraph as a sign of their comprehension of the content. The Learners may reflect on the
recap bullets and relate their understanding with the narrative in order to frame objective
questions from the given text. The University expects that 1 - 2 questions are developed for
each paragraph. The space given below can be used for listing the questions.
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Ego Stages

| Learning Outcomes

After completing this unit, the learners will be able to:

« comprehend the concept of ego states and their psych
organisational behaviour

+ analyse managerial communication and leader
and Parent ego states

+ explain ego state awareness to impro
and team management

+ aware of emotional intellig

managerial performance

In contempora s, managerial effectiveness is increasingly linked
to behavioural compete er than technical expertise alone. Global studies on
workplace behaviour indicate that over 65% of organisational problems, including
conflict, communication breakdown, leadership failure, and low employee engagement,
originate from ineffective interpersonal interactions rather than structural deficiencies.
According to a Gallup Workplace Report (2023), organisations with poor manager—
employee communication experience 21% lower productivity and 37% higher
absenteeism. These findings underline the importance of understanding behavioural
patterns and psychological responses in organisational settings, especially for managers

operating in complex, people-driven environments.

Transactional Analysis (TA), developed by Eric Berne, offers a practical psychological
framework for analysing everyday workplace interactions through the concepts of
Ego States—Child, Adult, and Parent. Unlike abstract personality theories, ego state
analysis focuses on observable behaviour, communication styles, and decision-making
patterns, making it highly relevant for leadership roles. In managerial contexts such as
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performance appraisal, conflict resolution, negotiations, and team leadership, awareness
of ego states enables managers to regulate emotions, exercise authority judiciously,
and promote rational, evidence-based decision-making. This unit equips learners with
behavioural insights to enhance leadership effectiveness, emotional intelligence, and
organisational performance.

Ego states, Transactional Analysis, Organisational behaviour, Managerial communication,

Emotional intelligence

» Transactional — -

Analysis (TA)

3.3.1Introduction to Ego States in@rganisational
Behaviour

Understanding  human), behaviour in organisations 1is
a foundational concern of Public Administration, as the
effectiveness of public instifutions largely depends on how
administrators peteeive, interpret, and respond to the behaviour
of imdividuals and groups. Unlike private organisations, public
organisation§ operate in a complex environment characterised
by, bureaucrati¢ = structures, legal accountability, political
oversight, public scrutiny, and social diversity. Administrators
are therefore required to interact continuously with a wide range
of ‘stakeholders, including citizens, elected representatives,
senior officials, subordinate staff, pressure groups, and civil
soeiety institutions. Each of these interactions involves
human emotions, attitudes, expectations, power relations, and
communication patterns, making the study of organisational
behaviour especially significant in the public sector.

One of the most influential psychological frameworks
for analysing interpersonal behaviour in organisations is
Transactional Analysis (TA), developed by Dr Eric Berne, a
Canadian-born psychiatrist, in the 1950s. Berne introduced
Transactional Analysis as a practical method for understanding
social interactions, communication processes, and personality
dynamics. Unlike earlier psychoanalytic theories that focused
primarily on unconscious processes, TA emphasises observable
behaviour and day-to-day interactions, making it highly relevant
for organisational and administrative contexts. Over time, TA
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» Dynamic modes of
behaviour

has been widely adopted in management studies, organisational
behaviour, leadership training, counselling, and public sector
capacity-building programmes.

At the core of Transactional Analysis is the concept of Ego
States, which represent consistent patterns of thinking, feeling,
and behaving that individuals display in different situations.
According to Berne, human behaviour can be understood
through three primary ego states:

e Child Ego State : reflecting emotional, instinctive, and
spontaneous responses, closely associated with Freud’s
concept of the /d.

* Adult Ego State : representing rational, logical, and reali-
ty-oriented behaviour, corrésponding to the Ego.

* Parent Ego State : reflecting moral values, norms, author-
ity, and learned rules, similar to the Super-Ego.

It is important to'notesthat these ego states are not stages of
childhood development orfixed personality traits. Rather, they
are dynamic modes of behaviour that individuals shift between
depending on the situation,/ context, and nature of interaction.
A senior administrator, fof instance, may display an Adult ego
while analysingpolicy data, a Parent ego while enforcing rules
and proceddares, and a Child ego when expressing frustration or
enthusiasm. Thus, ego states coexist within every individual,
regardless of-dge, position, or experience.

In public organisations such as government departments,
local self-government institutions, public hospitals, educational
mstitutions, and regulatory bodies, an understanding of ego
states becomes especially valuable. Administrative decision-
making often takes place under pressure, uncertainty, and
public scrutiny. Conflicts may arise between officials and
citizens, between superiors and subordinates, or among
different departments. In such contexts, awareness of ego states
enables administrators to recognise emotional reactions, avoid
authoritarian or impulsive responses, and promote rational, fair,
and empathetic communication.

Moreover, the application of ego-state analysis directly
improves leadership effectiveness, conflict resolution,
teamwork, grievance handling, and service delivery in the public
sector. Administrators who are conscious of their own ego states
and those of others are better equipped to manage stress, handle
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< » Pleasure principlé >

< » Reality principle >

public complaints sensitively, motivate employees, and uphold
the principles of democratic and ethical governance. Hence,
the study of ego states under Transactional Analysis forms an
essential component of Organisational Behaviour for Public
Administration students, bridging psychological insight with
practical administrative action.

3.3.2 Conceptual Background: Ego States and -
Psychoanalytic Roots

The concept of ego states in Transactional Analysis has its
intellectual roots in classical psychoanalytic theory, particularly
in Sigmund Freud's structural model of personality. Freud’s
model was developed to explain the internal psychological
dynamics that influence humansbehaviour. Although Freud’s
ideas were originally intended for elinical analysis, they later
provided a theoretical foundation forunderstanding behaviour
in social and organisationahcontexts.

According to Freud, human persenality is structured around
three interacting components:

e Id: the instinctual and emotional component of personality
* Ego : the rationaland reality-oriented component

* | Super-Ego : the moral, ethical, and normative component

The Id represents the most primitive part of the personality
and operates on the pleasure principle. It seeks immediate
gratification of basic instincts, such as hunger, aggression,
and emotional expression, without regard for social norms or
comsequences. In organisational settings, Id-driven behaviour
may be observed when individuals react impulsively, express
anger openly, resist authority, or prioritise personal comfort
over organisational goals.

The Ego, in contrast, operates on the reality principle. It
mediates between the demands of the Id, the constraints of
reality, and the moral standards imposed by the Superego.
The Ego evaluates situations logically, delays gratification
when necessary, and chooses appropriate courses of action.
In administrative and organisational contexts, Ego-dominated
behaviour is reflected in rational decision-making, problem-
solving, planning, and the balancing of competing interests.

220 SGOU - SLM - MA Public Administration - Organizational Behaviour m




> Intrapsychic

The Super-Ego represents the internalised moral standards,
values, and rules acquired from parents, teachers, institutions,
and society. It functions as the conscience of the individual,
guiding behaviour through notions of duty, obligation, and ethical
correctness. In public administration, Super-Ego influences
adherence to laws, rules, codes of conduct, and professional
ethics, shaping an administrator’s sense of responsibility and
public service values.

While Freud’s structural model offered deep insights
into personality development, it was largely intrapsychic,
focusing on internal mental processes rather than observable
social interactions. Recognising this limitation, Eric Berne
reinterpreted these psychoanalytic ideas and transformed them
into a more practical, behaviout-oriented framework, known
as Transactional Analysis. Berne tetained the core logic of Id,
Ego, and Super-Ego but, reframed them as Child, Adult, and
Parent ego states, which“could be identified through everyday
communication and behaviout:

Berne’s major contribution lies in shifting the focus from
unconscious |drives to observable transactions between
individuals. He argued that ego states are not hidden mental
structures but visiblepattérns of behaviour, speech, tone, posture,
and emotiondl response. This made the theory particularly
suitable for organisational analysis, where communication,
authority, conflict, and cooperation play a central role.

Iy organisational and administrative settings, Berne’s ego
state model allows scholars and practitioners to analyse:

a. How authority is exercised and perceived
b.  Why conflicts escalate or get resolved
c. How leadership styles influence employee behaviour

d. How communication failures occur in bureaucratic sys-
tems

By adapting Freud’s psychoanalytic concepts into a
communication-centred and situational framework, Eric Berne
made ego state analysis accessible to managers, administrators,
and policy practitioners. As a result, the concept of ego
states became a powerful analytical tool in Organisational
Behaviour, bridging psychology and public administration and
offering practical insights into human behaviour within formal
organisations. Let's understand each of these states in detail.
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3.3.2.1 Child Ego State (Id-Oriented Behaviour)

Meaning and Nature

The Child Ego State represents the emotional, instinctive,
and spontaneous dimension of human personality. It consists
of thoughts, feelings, and behavioural patterns that individuals
originally experienced and internalised during childhood. This
ego state is closely associated with Sigmund Freud’s concept of
the Id, which operates on impulse, emotion, and the immediate
expression of needs.

In organisational settings, the Child ego emerges when
individuals respond emotionally rather than rationally to
situations. Such responses are often automatic and unfiltered,
shaped by earlier experiences of authority, reward, punishment,
or affection. While the Child ego ish\commonly perceived as
immature or unprofessional, it is impottant to recognise that it
also contributes creativity, enthusiasm, and emotional energy to
organisational lifes

Eric Berne further classified the Child ego into two broad
forms, each with\distinct behavioural implications:

1.4 Free Child — This form reflects spontaneity, creativity,
curiogity, playfulness, and emotional openness. It enables
individuals to express ideas freely, take initiative, and en-
gage imaginatively with problems.

2. " Adapted Child — This form develops in response to au-
thority and social expectations. It may appear as compli-
ance, obedience, fearfulness, dependency, withdrawal, or,
in some cases, rebellion and passive resistance.

Both forms coexist within individuals and surface depending
on organisational climate, leadership style, and situational
pressures.

Key Characteristics of the Child Ego State

The Child ego state is characterised by a strong emotional
orientation. Its major features include:

i. Emotional reactions such as anger, fear, anxiety, excite-
ment, frustration, or enthusiasm, often expressed without
conscious regulation.
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iil. A desire for approval, recognition, or reassurance,
particularly from authority figures such as superiors or
political executives.

iii. Resistance to authority in the form of defiance, sar-
casm, or passive non-cooperation, or conversely, exces-
sive dependency on instructions and approval.

iv. Creativity and innovation, especially when the Free
Child is dominant, enabling fresh thinking and uncon-
ventional problem-solving.

These characteristics explain why the Child ego can be
both constructive and disruptive, depending on the context and
degree of control exercised by the Adult ego state.

Child Ego State in Public Administration

In public administrationy), Child ego behaviour frequently
surfaces in emotienally, charged or_ high-pressure situations.
Bureaucratic work environments often involve tight deadlines,
public criticism, political interference, and procedural rigidity,
which can trigger emotional responses among officials and staff.

Child ego manifestations are commonly observed during:

i. \ Stressful/ work conditions, such as disaster manage-
ment,election duty, or crisis situations, where fear, anxi-
ety, or frustration may override rational judgment.

ii./ Grievance redressal processes, when employees or cit-
izens feel unheard or unfairly treated and respond emo-
tionally rather than constructively.

iii. Performance appraisal and feedback sessions, where
criticism may be perceived as personal attack, leading to
defensiveness, withdrawal, or resentment.

iv. Union negotiations and collective bargaining, where
emotional identification with group interests may result
in confrontational or rebellious behaviour.

Example: Innovation at the District Level

Several District Collectors in India have successfully
encouraged innovative governance practices by allowing space

o
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for Free Child creativity within a structured administrative
environment. Initiatives such as participatory budgeting, citizen
hackathons, youth idea competitions, and grassroots innovation
challenges are examples of ways administrators deliberately
move beyond conventional bureaucratic thinking.

For instance, district-level citizen hackathons invite
students, civil society members, and start-ups to propose
technology-driven solutions to local governance issues such
as waste management, water supply, and grievance tracking.
In these settings, administrators adopt an Adult ego to evaluate
feasibility and compliance with rules, while simultaneously
allowing Free Child expression to generate novel ideas. This
balance ensures that creativity does not descend into chaos, nor
does rationality stifle innovationt

Analytical Insight

The key lesson from this case is that effective public
administration dees not requireithefsuppression of emotions
or creativity /but rather “their appropriate regulation and
integration. Administrators. who recognise Adapted Child
reactions_duringigrievance’ handling can respond with Adult
ego communicationyitheréby restoring rational dialogue. At the
same time, by eonsciously encouraging Free Child behaviour
in| suitable“contexts, public organisations can become more
adaptive, citizen-centric, and innovative.

Thus, the Child Ego State, when understood and managed
properly, contributes not only to understanding administrative
challenges but also to reimagining governance in more humane
and participatory ways.

Case: Grievance Redressal in a Government Office

Grievance redressal mechanisms are a critical component
of public administration, as they directly influence citizen
satisfaction, trust in government, and administrative
accountability. Such situations often place officials under
psychological pressure, especially when grievances involve
delays, service failures, or allegations of negligence. These
conditions can easily activate emotional responses associated
with the Child Ego State.

In a typical government office, a junior clerk is questioned
by a senior officer or a grievance redressal committee regarding

224

SGOU - SLM - MA Public Administration - Organizational Behaviour m




delays in issuing income or caste certificates. Instead of calmly
outlining procedural requirements such as verification delays,
staff shortages, or technical issues with digital platforms, the
employee reacts defensively. The clerk may raise their voice,
attribute blame to other departments, or express resentment
towards workload or public pressure. In some cases, the official
may appear anxious, withdrawn, or visibly irritated.

This behaviour clearly reflects Adapted Child ego
functioning, in which fear of authority, perceived threats to self-
esteem, and anxiety about possible disciplinary action dominate
rational communication. The employee’s response is shaped not
by present realities but by earlier learned reactions to authority
figures, such as avoiding blame or seeking self-protection. As a
result, constructive dialogue breaks down, and the focus shifts
from problem-solving to emotional defence.

From an organisationalbehaviour perspective, such Child ego
responses can escalate confliets, delay grievance resolution, and
damage the imageé of public institutions. When senior officers
respond with a/Critical Parent ego, through reprimands or harsh
criticism, the {interaction may further deteriorate, reinforcing
fear and resistance rather than accountability.

Positive Role of the Child Ego in Public Administration

While excessive or uncontrolled Child ego behaviour can
undermine.administrative efficiency, it is equally important to
recognise that the Child Ego State is not inherently negative.
When expressed in a balanced and regulated manner, particularly
as the Free Child, it becomes a valuable resource for innovation
and responsiveness in public administration.

A healthy Free Child ego contributes significantly to:

i.  Policy innovation, by encouraging administrators to
think beyond rigid procedures and explore alternative
solutions to complex social problems.

ii. Community engagement programmes, where emo-
tional openness, empathy, and enthusiasm help build
trust with citizens and marginalised groups.

iii. Creative problem-solving in welfare schemes, espe-
cially when standard rules fail to address ground-level
realities.

o
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» Rational, logical,
and reality-oriented
aspect

3.3.2.2 Adult Ego State (Ego-Centred Behaviour)

Meaning and Nature

The Adult Ego State represents the rational, logical, and
reality-oriented aspect of human personality. It functions as
the analytical centre of behaviour, processing information
objectively and responding to situations based on facts rather
than emotions or ingrained norms. In Transactional Analysis,
the Adult ego corresponds closely to Freud’s concept of the
Ego, which mediates between instinctual impulses and moral
constraints while engaging with the external environment
practically.

In organisational and administrative contexts, the Adult ego
operates like an information-proeessing system. It collects
relevant data, assesses available yalternatives, evaluates
consequences, and selects the most| appropriate course of
action. Unlike the Child egoywhich reacts emotionally, or the
Parent ego, whichafesponds based ondearned rules or authority,
the Adult ego #ocuses on what 1s appropriate in the present
situation.

Forgpublic administration, the Adult ego is considered
the/most desifable and functional ego state, as governance
fundamentally requires rational judgement, impartiality, and
adherence to evidence and law. Administrative decisions often
affect large populations and involve public resources; hence,
emotional impulses or moral rigidity alone are insufficient for
effective governance.

Key Characteristics of the Adult Ego State

The Adult ego is distinguished by several interrelated
characteristics that enhance administrative competence:

a. Rational thinking, enabling administrators to analyse
complex problems, interpret regulations, and assess risks
logically.

b. Objective decision-making, free from personal bias,
emotional reactions, or undue influence from external
pressures.

c. Problem-solving orientation, focusing on identifying
root causes and workable solutions rather than assigning
blame.
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d. Emotional control, allowing administrators to remain
calm and composed during crises, public criticism, or
conflict situations.

e. Evidence-based approach, relying on data, research
findings, reports, and expert opinion to guide policy and
administrative action.

These characteristics make the Adult ego particularly
relevant in environments marked by uncertainty, accountability
demands, and public scrutiny.

Importance of Adult Ego in Public Administration

Public administrators are entrusted with responsibilities that
require neutrality, fairness, and professionalism. The Adult
ego enables them to fulfil these expectations by ensuring that
decisions are guided by r€ason rather than impulse or prejudice.
Specifically, administrators are expected to:

i. Interpretlaws and policies objectively, applying rules
uniformly while considering contextual realities and le-
gal provisions.

ii. ~ Balanceé political pressure with administrative neu-
trality, maintaining professional independence while re-
maining ¥esponsive to democratic authority.

iii,,. Make decisions based on data, rules, and public in-
terest, rather than personal preferences, emotional reac-
tions, or populist demands.

For example, while implementing a welfare scheme, an
administrator operating from the Adult ego will rely on eligibility
criteria, socio-economic data, and budgetary constraints rather
than personal sympathy or political favouritism.

Adult Ego and Principles of Good Governance

The Adult ego state forms the psychological foundation
of good governance. It directly supports core administrative
values such as:

i. Ethical governance, by enabling reasoned moral judge-
ment rather than rigid moralism or emotional indul-
gence.
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ii. Transparency, through clear documentation, rational
explanations, and openness in decision-making process-
es.

iii. Accountability, as decisions based on facts and rules
can be justified and reviewed objectively.

iv. Rule of law, ensuring that administrative action remains
within legal boundaries and respects procedural fair-
ness.

Example: Evidence-Based Policy Implementation

In implementing flagship programmes such as the Public
Distribution System (PDS) and MGNREGA, administrators
increasingly rely on digital reeords, beneficiary databases,
social audits, and performance indieators. Decisions regarding
the allocation of funds, beneficiary identification, and grievance
redressal are made based, on verified data rather than on
discretion or emotional appeals. Such’ practices reflect Adult
ego dominance, ehhancing.efficiéney; fairness, and public trust.

In essence, the Adult Ego State represents the professional
self of the public administrator. While the Child ego brings
creatiVity, the Parentiego’ensures discipline, and it is the Adult
egd that integrates these elements into rational and lawful
action. Fof'students of Public Administration, understanding
and eultivatingfAdult ego behaviour is essential for effective
leadershipgethical decision-making, and responsive governance
ifn'contemporary public organisations.

The COVID-19 pandemic posed an unprecedented challenge
t0 public administration across the world, demanding swift
action under conditions of uncertainty, fear, and public anxiety.
In this context, Kerala’s administrative response emerged
as a widely cited example of effective crisis governance,
both within India and internationally. From the perspective
of Transactional Analysis, Kerala’s approach illustrates the
dominance of the Adult Ego State, where rational judgement,
evidence-based decision-making, and emotional regulation
guided administrative action.

From the early stages of the pandemic, Kerala’s government
and administrative machinery prioritised data-driven and
scientific decision-making over impulsive or authoritarian
responses. Rather than succumbing to public panic or political
pressure, officials relied systematically on:
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a. Epidemiological data, including infection rates, contact
tracing outcomes, hospital occupancy, and mortality pat-
terns, to assess the evolving situation and calibrate re-
sponses.

b. Expert committees, comprising public health special-
ists, epidemiologists, virologists, and medical practi-
tioners, whose recommendations informed policy deci-
sions such as lockdown measures, quarantine protocols,
and vaccination strategies.

c. Transparent public communication, through daily
press briefings and health bulletins, which clearly ex-
plained the rationale behind decisions, thereby reducing
misinformation and publi¢,anxiety.

This approach reflects clear Adult Ego dominance, as
administrators processeéd, factual information objectively,
evaluated alternative courses, of action, and chose responses
grounded in scieftifiéyevidence afid situational realities.
Emotional reactions associated with the Child ego, such as fear
or denial, were consciously regulated, while rigid, punitive
measures characteristic ofl an unchecked Parent ego were
avoided'wherever possiblé.

Adult Egodn Crisis Leadership

Kerala’s COVID-19 governance also highlights the broader
role of the Adult ego in administrative leadership, especially
during crises. Leaders operating from a strong Adult ego state
demonstrated the ability to balance empathy with rationality,
authority with consultation, and urgency with procedural
fairness.

Administrators exhibiting Adult ego dominance typically:

i. Encourage dialogue, engaging with health profession-
als, local self-government institutions, civil society or-
ganisations, and the media to ensure coordinated action.

ii. Manage conflicts constructively, particularly those
arising between public health requirements and econom-
ic or social concerns, by facilitating negotiation and con-
sensus.
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iii. Use performance metrics, such as recovery rates, test-
ing coverage, and vaccination progress, to monitor out-
comes and refine strategies.

iv. Promote evidence-based policymaking, ensuring that
interventions are continuously adjusted in response to
new data and scientific insights.

Administrative Significance

The Kerala COVID-19 case demonstrates that effective
public administration during crises does not depend solely on
authority or emotional appeals but on the capacity to remain
rational under pressure. Adult ego—driven leadership enhances
public trust, improves compliance with government directives,
and ensures that administrative. actions are defensible,
transparent, and accountable.

For students and practitioners of Public Administration, this
case underscores_thélimportance of eultivating the Adult ego
state as a core léadership competency. It shows how rationality,
evidence, and clear communication can transform complex
crises into manageable administrative challenges, reinforcing
the cenffal role” of theAdult Ego State in contemporary
goyernance.

3.3.2.3 Parent Ego State (Super-Ego-Driven Behaviour)

The Parent Ego State represents the normative, moral, and
authority-oriented dimension of human personality. It consists
of attitudes, values, rules, ethical standards, and behavioural
patterns that individuals internalise from parents, teachers,
supervisors, social institutions, and cultural traditions. In
Transactional Analysis, the Parent ego closely corresponds to
Sigmund Freud’s concept of the Super-Ego, which serves as
the internal moral authority that guides judgments of right and
wrong.

Unlike the Adult ego, which evaluates situations based
on present facts, the Parent ego relies on pre-learnt rules and
value systems. It answers questions such as “What should
be done?” or “What is acceptable?” rather than “What is
objectively appropriate in this situation?”. In organisational
life, particularly in public administration, the Parent ego plays
a crucial role in maintaining order, discipline, continuity, and
ethical conduct.
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Eric Berne identified two distinct forms of the Parent ego,
both of which are relevant to administrative behaviour:

Nurturing Parent — This form is supportive, protective,
empathetic, and encouraging. It seeks to guide individu-
als, provide assistance, and ensure well-being while up-
holding standards.

Critical Parent — This form is controlling, judgmental,
corrective, and authoritative. It emphasises obedience,
rule compliance, and discipline, often using commands,
warnings, or sanctions.

Effective administration requires a balanced use of both
forms, avoiding excessive rigidity or over-indulgence.

Key Characteristics of the Parent Ego State

The Parent ego is markediby several defining features that
shape administrative behaviour:

i

iié

jil.

iv.

Moral judgement, reflecting internalised beliefs about
duty, respensibility, fairness, and ethics.

Assertion of authority, through instructions, directives,
orders, and supervisory control.

Rule enforcement, ensuring adherence to laws, proce-
dures, service rules, and institutional norms.

Guidance and discipline, aimed at shaping behaviour
and maintaining organisational standards.

These characteristics make the Parent ego indispensable for
governance, where authority must be exercised within a moral
and legal framework.

Parent Ego in Public Administration

Public administration, by its very nature, depends significantly
on Parent ego functioning. Administrators are entrusted with
enforcing laws, implementing policies, and regulating behaviour
in society. In many administrative situations, firm authority and
normative judgement are not only necessary but unavoidable.

Parent ego behaviour is especially evident in the following

arcas:
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i. Law enforcement, where officials such as police officers
and magistrates exercise authority to maintain public or-
der and ensure compliance with legal norms.

ii. Regulatory agencies, including tax departments, envi-
ronmental authorities, and licensing bodies, which set
standards and impose penalties for non-compliance.

iii. Disciplinary proceedings, where administrators inves-
tigate misconduct, issue charge memos, and enforce ser-
vice rules to maintain organisational integrity.

iv. Policy implementation, particularly in welfare and reg-
ulatory policies, where administrators ensure that pro-
grammes are executed aecording to prescribed guide-
lines.

Example: Disciplinary€ontrol in Government Service

When a governmént, servant repéatedly violates service
rules, such as/ habitual “absenteeism or misuse of official
resources, the disciplinary authority initiates proceedings under
applicable service conduct rules. The issuance of show-cause
noticesgiSuspension, orders; or penalties reflects Critical Parent
egodbehaviourgwhich'is essential for maintaining discipline and
accountability within the public service.

At nthe same time, providing counselling, training
opportunities, or workload adjustments reflects the Nurturing
Parent ego, aimed at correction rather than punishment alone.

Risks of Imbalanced Parent Ego

While the Parent ego is necessary for governance, its
excessive or unreflective use can create serious organisational
problems. Over-dominance of the Critical Parent may lead to:

1. Bureaucratic rigidity and red tape

ii.  Authoritarian leadership styles

iii.  Suppression of initiative and innovation
iv. Alienation of employees and citizens

Conversely, excessive Nurturing Parent behaviour may result
in lax discipline, favouritism, or erosion of accountability.

232

SGOU - SLM - MA Public Administration - Organizational Behaviour m

Mg ™




In public administration, the Parent Ego State functions
as the custodian of norms, ethics, and institutional authority.
When balanced with the rationality of the Adult ego and the
creativity of the Child ego, it contributes to effective, ethical,
and humane governance. For administrators, the challenge lies
not in avoiding the Parent ego but in exercising it judiciously,
ensuring that authority serves public interest rather than
undermining democratic and administrative values.

Case: Enforcement of Environmental Regulations — An
Ilustration of Parent Ego Behaviour

Environmental governance provides a clear and practical
illustration of the Parent Ego State in action within public
administration. State and Central,Pollution Control Boards are
statutory bodies entrusted with enfercing environmental laws
such as the Water (Prevention and Centrol of Pollution) Act,
1974 and the Air (Prevention and Comtrol of Pollution) Act,
1981. Their role inherently ‘involves authority, regulation, and
moral responsibility towards societysand future generations.

When Pollution Control Boards issue closure notices, fines,
or directions tQ\industries that violate emission or effluent
standards, they areexercising Critical Parent ego behaviour.
This form of Parent ego is essential in regulatory administration,
as it reinforces) compliance, deters violations, and signals
the seriousness’ of environmental norms. In such situations,
lenieneyrers€motional considerations could undermine public
interest and ecological sustainability.

However, effective environmental regulation does not
rely solely on punitive action. When regulatory authorities
simultaneously provide technical guidance, compliance
timelines, capacity-building support, or advisory services,
such as recommending cleaner technologies or waste treatment
solutions, they demonstrate Nurturing Parent ego behaviour.
This balanced approach not only enforces the law but also helps
regulated entities understand and meet environmental standards.
By combining firmness with guidance, administrators ensure
long-term compliance and cooperative governance rather than
mere coercion.

Risks of Excessive Parent Ego in Public Administration

While the Parent ego is indispensable for maintaining order,
discipline, and legality, its overuse or rigid application can
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create significant administrative dysfunctions. An excessively
dominant Parent ego, especially in its Critical form, often leads
to outcomes that contradict the broader objectives of public
administration.

Overuse of the Parent ego may result in:

i.  Bureaucratic rigidity, where officials adhere mechani-
cally to rules without considering contextual realities or
administrative discretion.

ii. Red tape, characterised by excessive procedures, doc-
umentation requirements, and delays that frustrate citi-
zens.

iii. Citizen alienation occurs“when individuals perceive
public institutions,as unresponsive, insensitive, or hos-
tile.

iv. Authoritarian leadershipjswhere power is exercised
through/eommand and control rather than consultation
and reasoned judgement.

Welfare Administration/Example

A common illustration of excessive Critical Parent behaviour
can be seen in welfare delivery systems. For instance, officials
who refuse pefhsion benefits, ration cards, or housing assistance
duesto minor documentation errors, such as spelling mistakes,
outdated certificates, or technical glitches in digital portals,
often display rigid, rule-bound behaviour. While adherence
to' rules is necessary to prevent misuse, an uncompromising
approach may defeat the social justice and welfare objectives
of public policy.

Such cases highlight the dangers of allowing the Parent ego
to operate without the moderating influence of the Adult ego,
which assesses feasibility and intent, and the Nurturing Parent,
which prioritises citizen welfare and support.

Analytical Insight

The enforcement of environmental regulations demonstrates
that authority and care are not mutually exclusive. Effective
public administration requires administrators to exercise the
Parent ego with sensitivity, ensuring that discipline is balanced
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with guidance and empathy. When the Parent ego operates in
harmony with the Adult ego’s rationality and the Child ego’s
creativity, public organisations can uphold laws while remaining
citizen-centric and development-oriented.

This balance is particularly crucial in regulatory and welfare
administration, where the goal is not merely rule enforcement
but the achievement of sustainable and inclusive public
outcomes.

3.3.2.4 Comparative Understanding of Ego States

Table 3.3.1 Comparison of Ego States

Ego State Core Orientation Strengths Risks

Child Emotional & instinctive | Creativity, empathy | Impulsiveness, conflict
Adult Rational & objective Fairness, efficiency | Over-mechanisation
Parent Normative & moral Discipline, order Rigidity, authoritarianism

Application of Ego States,in Organisational Behaviour

The practical value of ego state analysis lies in its wide-
ranging_application to everyday organisational functioning.
In pablic administration, where interpersonal relationships,
authority stmdetures, and accountability mechanisms intersect,
understanding ego states enables administrators to improve
leadership quality, manage conflicts effectively, and enhance
organisational capacity. Transactional Analysis offers
administrators a behavioural lens through which they can
cons¢iously regulate their own responses and interpret others'
behaviour.

1. Leadership and Administration

Leadership in public organisations requires a careful balance
between authority, rationality, and empathy. Ego states play
a decisive role in shaping leadership style and administrative
effectiveness.

a. Adult-dominant leaders ensure fairness and trans-
parency by making decisions based on rules, data, and
public interest rather than personal bias or emotional
reactions. Such leaders encourage reasoned discussion,
document decisions, and remain open to review and
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accountability. This approach strengthens institutional
credibility and public trust.

b. Nurturing Parent leadership builds morale by provid-
ing guidance, support, and recognition to subordinates.
Administrators who adopt this style mentor junior offi-
cials, address work-related stress, and create a supportive
organisational climate without compromising standards.

c. Limited and well-regulated Free Child behaviour
promotes innovation, particularly in problem-solving,
service delivery reforms, and citizen engagement initia-
tives. Leaders who allow space for creative thinking and
experimentation—while maintaining administrative dis-
cipline—foster adaptability and responsiveness within
public institutions.

Effective leadership ifiypublic administration thus emerges
not from the dominance of a single ego state but from a context-
sensitive integratiofi of Adult rationality, Parent responsibility,
and Child creativity.

2. Conflict Management

Conflicts are inevitable in organisations due to differences
in/roles, inferests; perceptions, and expectations. Ego states
significantly influence how such conflicts are handled.

an, Adult—Adult transactions reduce workplace conflicts
by focusing on facts, mutual understanding, and prob-
lem-solving. When administrators and employees engage
through the Adult ego, discussions remain objective, and
disagreements are addressed constructively without per-
sonalisation.

b. Parent—Child interactions may escalate disputes, es-
pecially when authority is exercised in a commanding
or judgmental manner, and the response is emotional or
defensive. Such interactions often lead to resistance, re-
sentment, or passive non-cooperation.

For example, a supervisor reprimanding an employee harshly
(Critical Parent) may provoke fear or rebellion (Adapted Child),
intensifying conflict. In contrast, an Adult response—seeking
explanations and jointly identifying solutions—testores
functional communication. Thus, ego awareness becomes a
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critical tool in grievance handling, disciplinary interactions,
and labour relations.

3. Training and Capacity Building

Recognising the importance of behavioural competencies,
Transactional Analysis is widely used in training and
capacity-building programmes across the public sector.
These programmes aim to develop administrators' emotional
intelligence, communication skills, and leadership effectiveness.

Transactional Analysis is commonly incorporated in:

i.  Civil service training academies, to sensitise proba-
tioners and in-service offi€ers to interpersonal dynamics
and behavioural self-awareness.

ii. Leadership development programmes, focusing on
decision-making undert pressures conflict resolution, and
ethical leadership:

iii. Communication workshops, aimed at improving nego-
tiation skills, public interaction, and team functioning.

Example: LBSNAA, Mussoorie

The Lal MBahadur Shastri National Academy of
Administratioi (LBSNAA), the premier training institution
forgIndian civil servants, incorporates behavioural training
modules that emphasise emotional intelligence, self-awareness,
and /interpersonal effectiveness. Through group exercises,
sitiulations, and reflective learning sessions, trainee officers
are exposed to concepts aligned with Transactional Analysis,
enabling them to understand their own behavioural patterns
and adapt their communication styles to diverse administrative
contexts.

The application of ego states in organisational behaviour
transforms abstract psychological concepts into practical
administrative tools. By consciously adopting Adult ego
communication, judiciously exercising Parent authority, and
encouraging constructive Child creativity, public administrators
can enhance leadership effectiveness, minimise conflicts,
and strengthen institutional capacity. For students of Public
Administration, mastering these applications is essential
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for developing both professional competence and humane
governance practices.

Relevance to Public Administration Practice

Public administration is fundamentally a human-centred
activity, where policies, laws, and programmes are translated
into action through continuous interaction among individuals
and institutions. Unlike purely technical or mechanical systems,
public service operates within a social environment shaped by
power relations, political expectations, public emotions, and
organisational hierarchies. In this context, an understanding of
ego states becomes highly relevant for effective administrative
practice.

In the course of their duties, public administrators regularly
interact with:

i.  Political executives, whe set policy directions and prior-
ities, are often influenced byelectoral considerations and
public opinion.

ii. Citizens'from diverse socio-economic backgrounds,
mcluding vulnerable and marginalised groups, whose
needsgexpectations, and emotional responses vary wide-

ly.

iii. “‘Subordinate staff and employee unions, with whom
administrators must negotiate performance, discipline,
welfare, and organisational change.

Each of these interactions involves complex communication
dynamics in which emotions, authority, rationality, and
moral judgement intersect. Awareness of ego states enables
administrators to interpret these dynamics more accurately and
respond appropriately.

Contribution of Ego State Awareness to Administrative
Effectiveness

A conscious understanding of ego states supports several
core dimensions of public administration:

* Responsive governance: Administrators who recognise
emotional reactions (Child ego) in citizens or staff can re-
spond with Adult ego communication, ensuring empathy
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without losing objectivity. This improves grievance han-
dling and service responsiveness.

* Ethical decision-making: Ego awareness helps adminis-
trators balance the moral guidance of the Parent ego with
the rational evaluation of the Adult ego, preventing both
moral rigidity and emotional bias. This balance strengthens
integrity and fairness in decision-making.

* Citizen-centric administration: When officials avoid au-
thoritarian Parent behaviour and instead adopt Nurturing
Parent and Adult responses, citizens feel respected and
heard. This enhances trust in public institutions and im-
proves compliance and cooperation.

e Stress management: Admihistrative roles often involve
high pressure, public criticismypand conflicting demands.
Recognising one’s own Child ego teactions—such as frus-
tration, anxiety, or butnout—allows administrators to con-
sciously shift to_Adult ego coping strategies, promoting
emotional regulation and professional resilience.

Practical Significance

In pfactical terms; cgostate awareness equips administrators
to gelf-regulatébehaviour, manage interpersonal relationships,
and adapt leadership styles to situational demands. It transforms
routine adminjSfrative interactions into opportunities for
construetive.ehgagement and problem-solving.

For students and practitioners of Public Administration,
the study of ego states is therefore not merely theoretical. It
provides a psychological toolkit for navigating the realities of
governance, enhancing both administrative efficiency and the
human quality of public service.

Ego States, such as Child, Adult, and Parent, offer a powerful
framework for understanding behaviour in public organisations.
While the Child ego contributes creativity, and the Parent ego
ensures discipline, it is the Adult ego that forms the backbone
of effective public administration. A mature administrator
consciously balancesall three ego states to achieve administrative
efficiency, ethical governance, and public trust.
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sSummarized Overview

This unit examines the concept of Ego States—Child, Adult, and Parent—as proposed
by Eric Berne in Transactional Analysis and explains their relevance to organisational
behaviour and managerial practice. It explores the psychoanalytic roots of ego states
in Freud’s Id, Ego, and Superego, and demonstrates how these states influence
communication, leadership style, decision-making, and conflict management in
organisations. The Child ego reflects emotional and instinctive behaviour, contributing
both creativity and impulsiveness. The Adult ego represents rational, objective, and
data-driven behaviour, forming the foundation of effective managerial decision-making.
The Parent ego embodies authority, values, rules, and ethical standards essential for
organisational discipline and governance. Through practical illustrations and managerial
applications, the unit highlights the importance of balancing all three ego states to achieve

\eﬁ"ective leadership, healthy workplace relationships, and organisational efficiency. /

Self-Assessment
—

>

Explain the concept of ego states infIransactional Analysis and discuss their rel-
evance to organisational behaviour.

2. Describe the characteristiestof the Child, egostate and analyse its positive and
negative impact on managerial behaviour.

3. Why is the Adult ego state considered most desirable for managerial deci-
sion-making? llustrate with,examples.

4. Discuss thetole of the Parént ego state in maintaining discipline and ethical stan-
dards in organisations.

5. Examine how an imbalance of ego states can lead to organisational conflict and
inefficiency. /

&
Assignments

&=

Observe a workplace interaction (real or simulated) and identify the ego states
involved. Prepare a brief analytical note.

2. Conduct a self-assessment to identify your dominant ego state and reflect on its
impact on your leadership style.

3. Analyse a workplace conflict case and explain how Adult-to-Adult communica-
\\ tion could resolve it.
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Design a short training session for managers on using ego state awareness to
improve team communication.

5. Prepare a case study showing how excessive Parent or Child ego behaviour can
negatively affect organisational performance.
Reference
/ 1. Berne, E. (1961). Transactional analysis in psychotherapy. Grove Press. \
2. Berne, E. (1964). Games people play: The psychology of human relationships.
Grove Press.
3. Denhardt, R. B., & Denhardt, J. V. (2015). Public administration: An action ori-
entation (7th ed.). Cengage Learning.
4. Goleman, D. (1998). Working with emotional intelligence. Bantam Books.
5. Luthans, F. (2011). Organizational behavior (12th ed.). McGraw-Hill Educa-
tion.
6. Northouse, P. G. (2021). Leadership: Theory‘and practice (9th ed.). Sage Pub-
\ lications. /
Suggested Reading
/ 1. Robbins, SiPg& Judge, T. A. (2022). Organizational behavior (18th ed.). Pear—\
son Education.
2. Salovey, P., & Mayer, J. D. (1990). Emotional intelligence. Imagination, Cogni-
tion and Personality, 9(3), 185-211.
3. Stewart, I., & Joines, V. (2012). 74 today: A new introduction to transactional
analysis. Lifespace Publishing.
4. Yukl, G. (2013). Leadership in organizations (8th ed.). Pearson Education.
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Space for Learner Engagement for Objective Questions

Learners are encouraged to develop objective questions based on the content in the
paragraph as a sign of their comprehension of the content. The Learners may reflect on the
recap bullets and relate their understanding with the narrative in order to frame objective
questions from the given text. The University expects that 1 - 2 questions are developed for
each paragraph. The space given below can be used for listing the questions.
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Introduction to Authority

| Learning Outcomes

After completing this unit, the learners will be able to:

» explain the concept, nature, and significance of authosgity in organisations and

public administration

» differentiate between authority and power an
organisational behaviour

* identify and evaluate various types o
istrative systems

» analyse the role of delegation ing efficiency, accountabil-

ity, and stress manageme

Authority forms the'backbone of organisational functioning and governance in both
public and private sectors. Inafiodern organisations, especially in public administration,
clearly defined authori ctures are essential for decision-making, coordination,
accountability, and service delivery. According to the OECD (2021), nearly 60% of
administrative inefficiencies in public organisations are linked to unclear authority
relationships and weak delegation mechanisms, leading to decision delays and increased
occupational stress. In large bureaucratic systems like India’s public administration,
authority is constitutionally and legally derived, making its proper understanding critical
for managerial effectiveness and ethical governance.

Empirical evidence further suggests that inappropriate exercise or excessive
centralisation of authority significantly contributes to employee stress and burnout.
The World Health Organisation (2020) reports that public sector employees experience
stress levels 20-25% higher than those in the private sector, primarily due to high
accountability pressures combined with limited decision-making autonomy. Against this
backdrop, this unit introduces MBA students to the conceptual foundations of authority,

pYV B SGOU - SLM - MA Public Administration - Organizational Behaviour mgg

NAGURU




its types, and delegation mechanisms, enabling them to understand how authority can be
exercised responsibly to enhance organisational efficiency while minimising stress and
role conflict

<Authority, Delegation, Accountability, Organisational Stress >
4.1.1 Introduction

Authority is one of the most fundamental and indispensable
concepts in organisational behaviourand public administration.
Every administrative “gystem, whether democratic or
authoritarian, centralised or'decentralised, rests on the effective
and legitimate exercise of authomity: In public organisations,
authority provides the formal basis for governance by clearly
defining who has the right to make decisions, issue directives,
enforce rules, “and allocate public resources. It establishes
hierarchical relationship$, clarifies roles and responsibilities,
and ensures goordinated action among diverse departments and
officials. Withoutaclearly defined authority, administration tends
to become disofganised and inefficient; decisions are delayed,
rules arémneonsistently applied, and responsibility for success
of failure becomes blurred. In such situations, accountability,
an essential principle of democratic administration, is seriously
weakened, leading to public dissatisfaction and administrative
paralysis.

» Formal basis for -
governance

At the same time, authority in public administration is not
merely a technical or legal construct derived from statutes, rules,
or organisational charts. It also possesses strong psychological,
social, and ethical dimensions. The way authority is exercised,
whether rigidly or flexibly, coercively or persuasively, has
» Derived from — a profound impact on employee morale, motivation, job

statutes, rules, or satisfaction, and organisational climate. Excessive centralisation

organisational charts -| of authority may create fear, conformity, and stress, while
poorly defined authority can lead to confusion, role conflict,
and frustration among employees. Empirical studies by the
OECD (2021) highlight that ineffective authority structures
are a significant cause of administrative stress, role ambiguity,
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> Legitimate right to
command

and burnout in public sector organisations, particularly where
accountability is high, but decision-making autonomy is limited.
Moreover, the ethical use of authority plays a crucial role in
building public trust; misuse or arbitrary exercise of authority
undermines legitimacy and weakens citizens’ confidence in
government institutions.

In this context, a systematic understanding of authority
becomes essential not only for achieving organisational
efficiency but also for managing stress and promoting humane,
ethical governance. This unit therefore introduces the meaning
and nature of authority, explains its major types as observed in
public organisations, and examines the concept of delegation
of authority with special reference to public administration.
By doing so, it seeks to equip4tudents with both conceptual
clarity and practical insight into howsauthority can be exercised
responsibly, effectively,, and sensitively within complex
administrative systems.

4.1.2 Concept of'Ruthority

Authority refers to the legitimate right to command, make
decisions, and expect compliance from others within an
organiSation. It is'a fermal and institutionalised concept, rooted
in the recognised structure of the organisation rather than in
personal influence or coercion. Authority enables coordination
of “activities, enforcement of rules, and achievement of
organisational objectives. In administrative systems, authority
provides the legal and moral justification for superiors to issue
directives and for subordinates to accept and act upon them.

Classical sociologists and administrative theorists have
provided influential definitions of authority. Max Weber viewed
authority as “the probability thata command with a given specific
content will be obeyed by a given group of persons.” This
definition highlights two important elements: the legitimacy of
the command and subordinates' willingness to obey. Authority,
therefore, is not mere power or force; it depends on acceptance
by those over whom it is exercised. Similarly, Herbert A. Simon
defines authority as the “power to make decisions that guide the
actions of others.” Simon’s perspective emphasises decision-
making and administrative rationality, suggesting that authority
serves as a mechanism for coordinating individual actions
toward organisational goals.
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» Distinctive
characteristics

In the context of public administration, authority has certain
distinctive characteristics that differentiate it from authority in
private organisations. First, it is legal in nature, derived from
the Constitution, statutes, rules, and regulations. Public officials
exercise authority within clearly defined legal boundaries, and
any misuse is subject to judicial review. Second, authority is
hierarchical, flowing downward through formally established
ranks and positions, ensuring clarity in command and control.
Third, authority is impersonal, meaning it is attached to the
office rather than the individual occupying it; when an officer
is transferred, the authority remains with the position. Finally,
authority in public administration is accountable, as officials are
answerable not only to their superiors but also to legislatures,
courts, audit institutions, the media, and the general public.

A clear illustration of this conceptican be seen in the role of a
District Collector. The Collector has theiauthority to issue orders
related to law and order; disaster management, land revenue
administration, and coordination of departmental activities. This
authority does not arise from petsonal competence, seniority,
or charisma, bat from the statutory powers vested in the office
by law. When exercised lawfully, ethically, and responsibly,
such authority ensures administrative efficiency, public safety,
and geffective  governafice. However, when misunderstood
or/misused,if can lead to resistance, stress, and erosion of
public trust, underlining the importance of a sound conceptual
undetstanding of authority in public administration.

4:1:3 Authority vs Power

While the terms authority and power are often used
mterchangeably in everyday language, they are conceptually
distinct in organisational behaviour and public administration.
Understanding this distinction is essential for analysing
leadership behaviour, administrative effectiveness, and sources
of organisational stress. Authority is a formal, legally recognised
right, whereas power is the capacity to influence the behaviour
of others, whether or not that influence is formally sanctioned.
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Table 4.1.1 Difference between Authority and Power

Basis Authority Power

Nature Legitimate, formal, and May be formal or informal in
institutional nature

Source Derived from official position, Derived from personality,
laws, rules, and organisational expertise, influence, political
structure backing, or control over resources

Legitimacy Legally and socially recognised =~ May or may not be recognised as
as rightful legitimate

Acceptance by Generally accepted and obeyed Obedience may be due to fear,

Subordinates willingly pressure, or personal influence

Basis of Compliance based on rules and Compliance based on persuasion,

Compliance official duty pressure, or dependence

Stability Relatively stable as long as the Often unstable and dependent on
position exists gircumstances

Accountability Subject to legal, administrative,.  Often lacks €lear accountability

and public accountability,

mechanisms

Example in Public

Order issued by a District

Political pressure exerted by an

Administration Collector under the service rules  influential leader or group
Impact on Ensures discipline, coordination,” Can support authority or create
Organisation and predictability conflict and stress if misused

» Balance between
authority-and power

Theydistinetion between authority and power has important
implications for public administration. Authority without
legitimacy, such as when orders are perceived as unfair,
arbitrary, or unethical, often leads to resistance, low morale, and
cefmpliance only in form rather than in spirit. Conversely, power
without authority, such as political interference or informal
pressure, can lead to misuse, ethical dilemmas, and heightened
stress among public officials forced to act outside established
rules. Effective administration, therefore, requires a careful
balance between authority and power, where formal authority
is exercised with legitimacy and supported by ethical influence,
ensuring both administrative efficiency and organisational well-
being.

In public administration, authority without legitimacy often
results in resistance, low morale, and mechanical compliance,
while power without authority leads to misuse, ethical conflicts,
and stress among officials. Effective governance requires a
balanced integration of legitimate authority with responsible
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» Maintaining
discipline and
compliance with
rules

» Quick and decisive
decision-making

and ethical use of influence, ensuring both administrative
efficiency and public trust.

4.1.4 Importance of Authority in Public Administration

Authority occupies a central place in public administration
because it provides the formal foundation for administrative
action to be organised and implemented. In large, complex
bureaucratic systems, authority is essential for coordinating
numerous departments, agencies, and officials performing
specialised functions. Clearly defined authority relationships
enable different units of government to work together toward
common policy goals, reduce duplication of work, and prevent
administrative confusion. Without authority, collective action
in public organisations becomesdragmented and ineffective.

Authority is also vital for maintaining discipline and
compliance with rules Within the administrative machinery.
Public administration funetions within a legal-rational
framework wherefadherénce to lawss rules, and procedures is
mandatory. Authority empowers superiors to enforce standards
of conduct, ensure compliance with service rules, and correct
deviations through disciplinary mechanisms. This contributes
to organisational stability@and predictability, which are essential
for/fair and umpartial governance. When authority is weak or
unelear, rule violations increase, leading to inefficiency and
erosion of admifistrative integrity.

Another crucial function of authority is its role in facilitating
quick ' and decisive decision-making, particularly during
emefgencies and crises. Situations such as natural disasters,
public health emergencies, and law-and-order problems
demand prompt action and clear command structures. During
the COVID-19 pandemic, administrative authorities exercised
extraordinary powers under laws such as the Epidemic Diseases
Act, 1897 and the Disaster Management Act, 2005. These
legal provisions enabled governments to impose lockdowns,
regulate movement, mobilise resources, and coordinate inter-
departmental responses. The experience demonstrated how
clearly vested authority can save lives and ensure effective
crisis management when time and coordination are critical.

Authority is equally important for fixing responsibility and
accountability in public administration. When authority is clearly
assigned, it becomes possible to identify who is responsible
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Types of

Authority

< » Officially granted >

for specific decisions and actions. This clarity is essential for
legislative oversight, audit, judicial review, and public scrutiny.
Accountability mechanisms function effectively only when
authority and responsibility are properly aligned. However, the
pandemic experience also revealed that excessive centralisation
or arbitrary use of authority can generate stress among officials
and resentment among citizens. Therefore, while authority is
indispensable for effective governance, it must be exercised
judiciously, transparently, and ethically to maintain public trust
and ensure humane administration.

4.1.5 Types of Authority

Authority in organisations can be classified in different ways.
In public administration, the fellowing types are especially
relevant.

Traditional

Charisma
tic

Line and Functional
Staff (Expert)

Fig. 4.1.1 Types of Authority

4.1.5.1 Formal Authority

Formal authority is the authority officially granted by
organisational rules, laws, or constitutional provisions. It is
the most common and recognised form of authority in public
administration and flows downward through the hierarchical
structure of the organisation. This type of authority provides the
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» Arises from customs,
traditions, and long-
established social
practices

legal foundation for administrative action and enables officials
to perform their duties within clearly defined limits.

Characteristics

1. Clearly defined : The scope, powers, and responsibilities
of formal authority are precisely laid down in statutes, ser-
vice rules, manuals, and organisational charts. This clarity
helps avoid role ambiguity and overlap of functions.

2. Legally enforceable : Orders issued under formal author-
ity have the force of law, and non-compliance can lead to
disciplinary or legal action. This ensures compliance and
administrative discipline.

3. Attached to office : Formal authority is linked to the posi-
tion or office, not to the individual occupying it. When an
officer is transferréd er replaced, the authority automati-
cally passes to the suceessor.

4. Limited by rules and procedures : The exercise of for-
mal authority is constrained by laws, administrative rules,
and established procedures, preventing arbitrary or exces-
sive use of powet:

Example:

A'Secretaryto Government has the authority to approve and
process policy proposals, issue departmental instructions, and
allocate resources within the jurisdiction of their department,
but cannot exercise authority beyond the powers conferred by
law.

Max Weber emphasised that modern bureaucracy depends
heavily on formal-legal authority, which ensures predictability,
uniformity, and rationality in administrative functioning by
subjecting all actions to established rules rather than personal
discretion.

4.1.5.2 Traditional Authority

Traditional authority is the authority that arises from
customs, traditions, and long-established social practices. It is
rooted in the belief systems of a society and is accepted because
“it has always been so.” In public administration, traditional
authority continues to play a role, particularly in societies
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» Arises from the
personal qualities,
charisma, moral
leadership

where historical institutions and customary practices coexist
with modern bureaucratic systems.

Characteristics

1. Derived from historical acceptance : Authority is ac-
cepted because it is sanctioned by long-standing traditions
and social norms rather than by formal laws.

2. Often unwritten : The rules governing traditional author-
ity are usually informal and based on customs, rituals, or
conventions rather than codified statutes.

3. Resistant to change : Since it is deeply embedded in so-
cial values and collectivelmemory, traditional authority
tends to resist reform and modernisation.

Examples in Administration

a. Village headmen ox traditional councils influence lo-
cal governance, dispute resolution, and community deci-
sion-making, especially in rural and tribal areas.

b. 4 Ceremonial authority of constitutional heads such as
Govemors, whose roles are shaped by conventions, cus-
toms, and established practices in addition to constitu-
tional provisions.

While traditional authority can enhance legitimacy and
social acceptance, especially at the grassroots level, it may
sometimes conflict with democratic values and legal-rational
authority. Over-reliance on tradition can hinder administrative
reforms, equality before the law, and accountability. Therefore,
in modern public administration, traditional authority must be
carefully balanced with constitutional principles and rule-based
governance.

4.1.5.3 Charismatic Authority

Charismatic authority arises from the personal qualities,
charisma, moral leadership, or exceptional abilities of an
individual rather than from a formal position or legal rules.
This type of authority is based on the devotion and trust that
followers place in a leader, often inspired by their vision,
integrity, or demonstrated competence. In public administration,
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charismatic authority operates largely as an informal source of
influence, complementing or, at times, transcending formal
authority.

Characteristics

a. Based on personality and inspiration : Authority flows
from the leader’s personal appeal, credibility, and ability
to inspire confidence among followers.

b. Emotion-driven : Obedience is often motivated by emo-
tional attachment, admiration, or belief in the leader’s
mission rather than by formal obligation.

c. Often temporary : ChariSmatic authority tends to be un-
stable and short-lived, as it'depends heavily on the con-
tinued presence and personal influence of the leader.

Example:

Leaders such as E. Sreedharan, popularly known as the
Metro Man ofIndia, wielded strong informal authority through
their integrity, technical expertise, and commitment to public
servige. Despite operating within rigid bureaucratic structures,
his{ personal /redibility enabled him to secure cooperation
from multiple agencies and stakeholders, ensuring the timely
completion of major infrastructure projects.

Max Weber cautioned that charismatic authority is inherently
unstable and must eventually be institutionalised, that is,
transformed into formal rules, procedures, or organisational
strictures, to ensure continuity and prevent administrative
breakdown once the charismatic leader exits the system.

4.1.5.4 Functional (Expert) Authority

Functional authority, also known as expert authority, is the
authority that arises from specialised knowledge, professional
competence, or technical expertise in a particular field. Unlike
formal authority, which is derived from position and hierarchy,
functional authority is based on an individual’s or agency’s
recognised expertise and ability to provide technically sound
guidance. In modern public administration, where governance
has become increasingly complex and knowledge-driven,
functional authority plays a critical role in informed decision-
making and effective policy implementation.
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Characteristics

a. Based on specialised knowledge and skills — Authori-
ty is derived from professional qualifications, technical
training, and subject-matter expertise.

b. Limited to a specific functional area — Functional au-
thority does not extend across the entire organisation but
is confined to particular domains such as finance, health,
environment, or technology.

c. Advisory as well as directive in nature — In certain ar-
eas, expert authority may be advisory, while in others it
can involve issuing binding technical instructions.

d. Increasingly important in.modern governance — As
public policies become more technical, reliance on ex-
pert authority has grown significantly.

Examples in Administration:

a. Finance officers exercising control over public expendi-
ture to ensure compliance with financial rules and fiscal
discipline.

b. Public health officials issuing technical guidelines and
protocols during pandemics, such as COVID-19, based
omrepidemiological evidence.

¢. | Environmental experts and regulatory bodies set pol-
lution standards and regulate industrial activities to pro-
tect ecological sustainability.

According to World Bank studies, technical or expert
authority has expanded considerably in contemporary
governance systems, particularly in sectors such as healthcare,
environmental regulation, climate policy, and digital
administration. While functional authority enhances evidence-
based policymaking and administrative efficiency, excessive
reliance on experts without democratic oversight can raise
concerns about transparency and accountability. Hence,
effective public administration requires a balanced integration
of expert authority with legal authority and public accountability
mechanisms.
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4.1.5.5 Line and Staff Authority

Line and staff authority represent two important forms of
authority within organisational structures, particularly in public
administration. Understanding the distinction between them is
essential to ensuring smooth functioning, effective coordination,
and reduced organisational stress.

Line Authority

1. Direct command over subordinates — Line authority refers
to the power to issue orders and expect compliance from
subordinates within the hierarchical chain of command.

2. Itflows vertically from topsto bottom and is directly relat-
ed to the achievement of organisational objectives.

3. Officers exercising line authority are responsible for plan-
ning, decision-making, execution; and supervision.

Example:

A District Collector exergising authority over a Tahsildar in
mattersgofirevenue, administration, law and order, or disaster
management illustrates line authority in public administration.

Staff Authority

Staff“authority involves providing expert advice, analysis,
and support to the line but does not include the power to issue
binding orders. Staff officers assist line executives by offering
legal, technical, planning, or policy-related guidance. Their
authority is functional, advisory and consultative rather than
hierarchical.

Example:

A Law Officer advising on the legal implications of
administrative decisions or a Planning Officer providing
technical inputs for development schemes exercises staff
authority.

Misunderstanding and poor coordination between line and
staff authority are a major source of organisational stress, role
conflict, and interpersonal tension in public administration.
Line officers may perceive staff advice as interference, while
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staff officers may feel undervalued if their expertise is ignored.
Effective administration requires clear role definitions, mutual
respect, and collaborative decision-making to harmonise line
command with staff expertise.

4.1.6 Delegation of Authority

Delegation of authority is the process by which a superior
assigns responsibility and grants subordinate the necessary
authority to perform specific tasks or functions, while retaining
ultimate accountability for the outcomes. It is an essential
managerial practice that enables the smooth functioning of large
and complex organisations, especially in public administration,
where responsibilities are wide-ranging and multifaceted.
Delegation does not mean abdigation of responsibility; rather,
it involves sharing work and authority in a controlled and
systematic manner.

According to Louis A. Allen, delegation is “the dynamic
process by which "a “manager follews up his authority by
distributing work among ‘people.” This definition highlights
delegation as an ongoing and purposeful activity that strengthens
managerial effectiveness by/ensuring that tasks are performed at
appropriate levels withindhe organisation. Through delegation,
senior administrators focus on policy formulation and strategic
decision-making, while operational responsibilities are handled
at lower levels.

In, public administration, delegation is particularly essential
due to the following reasons:

a. Increasing workload : The expanding role of the state in
areas such as welfare administration, infrastructure de-
velopment, and regulatory governance makes it impos-
sible for senior officials to handle all tasks personally.
Delegation helps distribute work efficiently.

b. Complex governance challenges : Modern governance
involves coordination across departments, levels of gov-
ernment, and stakeholders. Delegation enables special-
ised and decentralised handling of complex administra-
tive issues.

c. Need for timely decisions : Public administration often
requires quick responses, especially during emergencies,
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service delivery, and implementation of schemes. Dele-
gating authority to field-level officials reduces delays and
enhances responsiveness.

Effective delegation improves administrative efficiency,
develops leadership capacity among subordinates, and reduces
stress at higher levels of administration. However, inadequate
delegation or excessive centralisation of authority can lead to
decision bottlenecks, role overload, and organisational stress,
highlighting the importance of delegation as a core principle of
sound public administration.

4.1.6.1 Elements of Delegation

Delegation of authority is not a single act but a systematic
process involving three interrelatedielements. For delegation to
be effective, all three elements mustibe present and properly
aligned. The absence or‘weakness of any one element makes
delegation incomplete and‘ineffective, leading to confusion,
inefficiency, and administrative stresst

1. Assignment of Duties

Therfirst eclement offdelegation is assigning duties or
responsibilitie§ito subordinates. This involves clearly specifying

the tasks todbe performed, the objectives to be achieved, and the
expected standards of performance. In public administration,
clarityin_duty assignment is essential to avoid role ambiguity
andyfunction overlap. For example, assigning a Tahsildar the

» Clearly specifying -
the taskstobe- — g
performed £-

responsibility of land record verification or disaster relief
coordination ensures clarity in administrative functioning.
Without a clear definition of duties, subordinates may be
uncertain about their roles, leading to delays and inefficiency.

2. Grant of Authority

The second element is the grant of authority, which refers
to providing subordinates with the necessary power to carry

out the assigned duties. Authority must be commensurate with
> Necessary power responsibility; a subordinate cannot be held responsible for a
to carry out the task without being given adequate authority to make decisions,
assigned duties issue instructions, or access resources. In public administration,

this may include financial powers, supervisory authority, or
decision-making discretion within prescribed limits. Inadequate
authority results in frustration, dependency on superiors, and
procedural delays.
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3. Creation of Accountability

The third element of delegation is the creation of
accountability, meaning subordinates are answerable to their
superiors for the performance of assigned duties. At the same
time, the superior remains ultimately accountable for the
delegated work. Accountability ensures that delegated authority
is exercised responsibly and within legal and ethical boundaries.
In public administration, accountability is reinforced through
reporting systems, audits, legislative oversight, and performance
evaluations.

Effective delegation requires a balanced integration of
duties, authority, and accountability. If duties are assigned
without authority, subordinates become powerless; if authority
is granted without accountabilityyit leads to misuse; and if
accountability exists without clarity. of duties, it creates stress
and conflict. Hence, all three elements must function together to
ensure efficient, ethical, and stress-free administration.

4.1.6.2 Importance of Delegation in Public -
Administration

Delegation playshagerticial role in the effective functioning
of /fpublic administration, especially in large and complex
governmental systems such as India’s. It involves the systematic
transfer of responsibility and authority from higher to lower
levels‘ofiadministration while retaining ultimate accountability
at''the top. Sound delegation strengthens administrative
machinery and improves governance outcomes.

1. Reduction of Stress and Workload at Senior Levels

Effective delegation significantly reduces the pressure on
senior administrators by distributing tasks among competent
subordinates. Top-level officials are often burdened with policy
formulation, coordination, and oversight responsibilities. By
delegating routine and operational tasks, senior officers can
focus on strategic planning and long-term governance issues.
This not only prevents decision fatigue but also minimises
stress and burnout among higher officials.

2. Improvement in Administrative Efficiency

Delegation enhances efficiency by ensuring that decisions
are taken at the most appropriate level. When authority is
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decentralised, files move faster, decisions are taken closer to the
point of implementation, and administrative delays are reduced.
Field-level officers, being familiar with local conditions, can
respond more promptly and effectively. This leads to quicker
service delivery and better utilisation of administrative
resources.

3. Development of Leadership Capacity among Junior Officers

Delegation serves as an important tool for leadership
development in public services. When junior and middle-level
officers are entrusted with responsibility and authority, they
gain practical exposure to decision-making, problem-solving,
and people management. This experience builds confidence,
competence, and administrativeymaturity, preparing them for
higher responsibilities in the future and ensuring leadership
continuity in the public sector.

4. Encouragement of Initiative and Innovation

Delegation fosters a sense of ownership and accountability
among subordinate officers.. When officials are empowered to
make decisions; they are morelikely to show initiative, creativity,
and infhovative thinkingin'addressing administrative challenges.
This is partietilarly important in public administration, where
rigid proéedures often discourage experimentation and
flexibility.

5. Empirical Support: Second Administrative Reforms
Commission (ARC)

The Second Administrative Reforms Commission (ARC)
in India has strongly emphasised the need for decentralisation
and effective delegation. The Commission observed that
excessive centralisation of authority leads to delays in decision-
making, procedural bottlenecks, and increased stress among
senior officers. It also highlighted that overburdened higher
officials are more prone to burnout, which adversely affects
administrative efficiency and the quality of governance. The
ARC recommended empowering lower levels of administration
to promote responsiveness, efficiency, and -citizen-centric
governance.

In sum, delegation is not merely an administrative
convenience but a strategic necessity in public administration.
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By reducing workload at the top, improving efficiency, nurturing
future leaders, and promoting innovation, effective delegation
contributes to responsive, efficient, and sustainable governance.

Case Study: Disaster Management at District Level (India)
— Kerala Floods, 2018

The Kerala floods of 2018 stand as a significant example
of how effective delegation of authority can strengthen public
administration during emergencies. Faced with unprecedented
rainfall, large-scale population displacement, and severe
infrastructure damage, District Collectors played a pivotal
leadership role by adopting a decentralised delegation approach
to disaster management. Instead of centralising all decisions
at the district headquarters, authority and responsibility were
strategically distributed among various administrative units.

Delegation of Responsibilities

a. Revenue Officers for Relief Camps

Revenue officers were delegated the authority to establish,
manage, and supervise relief camps. They were responsible
for identifying safeilocations, arranging shelter, food supplies,
drinking watef, clothing, and maintaining records of displaced
persons. This ensured that victims received immediate basic
necessities without procedural delays. Local-level decision-
makingshelpéd in faster rehabilitation and reduced suffering
among affected populations.

b. Health Officials for Medical Response

Health department officials were entrusted with full
responsibility for emergency medical services. This included
setting up mobile medical units, organising vaccination drives,
preventing the outbreak of epidemics, ensuring sanitation in
relief camps, and coordinating ambulance services. Delegation
enabled rapid medical interventions, which prevented secondary
disasters such as disease outbreaks and public health crises.

¢. Local Self-Government Bodies for Logistics

Local self-government institutions such as panchayats
and municipalities were delegated authority over logistics
management. They coordinated transport, distribution of relief
materials, volunteer mobilisation, community kitchens, and
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local resource utilisation. Their familiarity with local geography
and communities ensured effective last-mile service delivery
and better coordination with civil society organisations and

volunteers.

Administrative Qutcomes of Delegation

This decentralised model of delegation produced several

positive administrative outcomes:

i.  Quick Decision-Making: Decisions were taken at oper-
ational levels without waiting for district-level approv-

als, ensuring speed and responsiveness.

ii. Reduced Stress on Top@Administrators: District Col-
lectors were relieved from mieromanagement and could
focus on coordination, inter-departmental communica-
tion, and liaison with,the state government and disaster

response forces.

iii. Improved Coordination: Clear division of authority
among departments improved inter-agency cooperation

and reduced confusion and duplication of efforts.

iv. Efficient \Resource Utilisation: Local officers used
available resources effectively based on ground realities,

avoidingwastage and misallocation.

v. ), Citizen-Centric Governance: Relief operations became
more responsive to the actual needs of affected commu-

nities.

Administrative Significance

This case clearly demonstrates that delegation is critical

» Critical during-
emergencies

during emergencies. In disaster situations, centralised control

often leads to bottlenecks, delays, and administrative overload.

The Kerala floods example shows that when authority is
delegated appropriately, the administrative system becomes
more flexible, resilient, and adaptive. Delegation transforms

the bureaucracy from a rigid hierarchical structure into a
responsive service-delivery mechanism capable of managing

crises effectively.
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Conclusion

The Kerala floods of 2018 illustrate that delegation is not
only a managerial principle but a life-saving administrative
strategy in public administration. By empowering revenue
officials, health authorities, and local self-government
bodies, District Collectors ensured rapid response, effective
coordination, and efficient service delivery. This case study
highlights delegation as a core pillar of disaster governance and
emergency administration in India.

4.1.6.3 Barriers to Effective Delegation

Despite its importance, delegation in public administration
often faces several practical andpsychological barriers. These
obstacles limit administrative ‘efficiency, overload senior
officials, and weaken institutional performance. Understanding
these barriers is essential, for improving governance and
organisational effectiveness.

a. Fear of Loss of Control

One of the'most common barriers to delegation is the
fear @among seniors thatidelegating authority may dilute their
control overfdecisions and outcomes. Many administrators
believe that personal involvement ensures better quality and
accountability. Lhis mindset leads to excessive centralisation,
micromanagément, and reluctance to share authority, resulting
il delays and stress at higher levels.

b. Lack of Trust in Subordinates

Effective delegation requires confidence in subordinates'
competence, integrity, and judgment. In public administration,
senior officers may hesitate to delegate due to concerns about
mistakes, misuse of authority, or lack of experience among
junior staff. This lack of trust discourages empowerment,
reduces morale, and prevents capacity building within the
organisation.

c¢. Rigid Rules and Procedures

Public administration operates within a framework of laws,
rules, and formal procedures designed to ensure accountability
and transparency. However, excessive procedural rigidity often
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restricts flexibility in delegation. Strict hierarchical controls,
detailed approval processes, and rule-bound decision-making
discourage initiative and slow down administrative action,
especially during time-sensitive situations.

d. Inadequate Training and Skill Gaps

Delegation is ineffective when subordinates lack the
necessary skills, knowledge, or exposure to handle assigned
responsibilities. Inadequate training in decision-making,
leadership, financial management, or crisis handling makes
senior officers reluctant to delegate. This creates a vicious cycle
where a lack of delegation limits learning opportunities, further
weakening administrative capacity.

e. Administrative Consequences of Poor Delegation

These barriers collettively increase administrative stress
and create operational bottlenecks. Senior officials become
overburdened with routine mattess,While lower-level officers
remain underutilised. Decision delays, reduced innovation, low
morale, and ineffective service delivery are common outcomes
of ineffective delegation.

Overcomingbarriers to effective delegation requires a change
in| administrative mindset, capacity-building initiatives, and
procedural refofms. Building trust, investing in training, and
allowing,controlled flexibility within rules can help transform
delegation into a powerful tool for efficient, responsive, and
sustainable public administration.

4.1.6.4 Delegation and Accountability

Delegation in public administration is inseparably linked
with the concept of accountability. While authority may be
transferred to subordinates to ensure efficiency and speed in
administration, ultimate responsibility always rests with the
superior officer. This foundational principle is often expressed
as: “Authority can be delegated, but responsibility cannot be
abdicated.”

1. Meaning and Significance

When a superior delegates authority, the subordinate is
empowered to make decisions and perform tasks within
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defined limits. However, the superior remains answerable
for the outcomes of those decisions. This ensures continuity
of accountability in a hierarchical administrative system and
prevents the diffusion of responsibility, which could otherwise
weaken governance.

2. Accountability to the Legislature

Senior public officials and political executives are
accountable to the legislature for administrative actions and
policy implementation. Even if decisions are taken by delegated
officers, explanations must be provided by the head of the
department or the minister concerned. Parliamentary questions,
debates, and committee reviews reinforce this accountability.

3. Judicial Accountability

Courts hold senior “administrators \accountable for the
legality and fairness of administrative actions. In cases of
maladministration; violation “ofyrights, or abuse of power
by subordinatés, the supetior may be required to justify
decisions, demonstrate due supervision, and ensure corrective
action. Delegation does n@t absolve the superior from legal
responsibility.

4./ Accountability to Audit Institutions

Audit,bodies such as the Comptroller and Auditor General
(EAG) in India scrutinise financial decisions and administrative
procedures. Even when financial powers are delegated, the
department head remains responsible for ensuring compliance
with rules, propriety, and the efficient use of public funds.

5. Accountability to Public Opinion

Public administration operates under constant public scrutiny
through media, civil society, and citizens. Failures or lapses at
the subordinate level often reflect on senior leadership, affecting
public trust and credibility. This social accountability further
reinforces the superior’s responsibility despite delegation.

6. Role Stress and Administrative Implications

This dual responsibility of delegating authority while
retaining accountability—often creates significant role stress
for senior administrators. Fear of adverse scrutiny may lead to
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over-centralisation or reluctance to delegate. Therefore, clarity
in authority structures, well-defined limits of delegation,
transparent procedures, and effective monitoring mechanisms
are essential to balance efficiency with accountability.

Delegation and accountability must operate together to
ensure responsible governance. While delegation enhances
administrative efficiency, accountability safeguards public
interest. Clear role definitions, proper supervision, and
institutional support can reduce role stress and enable effective
delegation without compromising responsibility in public
administration.

4.1.6.5 Authority and Stress: A Brief Link

Authority structures in publictadministration have a direct
and significant impact on the stress levels experienced by public
officials. When authority is improperly defined, inadequately
delegated, or inconsistently exercised, it creates organisational
strain that affectsboth individuabwellsbeing and administrative
effectiveness.

1. Role Ambiguity

Improper authority structures often lead to role ambiguity,
in/which officialsiare unclear about the scope of their powers,
responsibilities,/and decision-making limits. When officers
are ‘unsure about “who is authorised to do what,” they
experience anxiety and hesitation in performing their duties.
This uncertainty increases psychological stress and reduces
confidence in administrative functioning.

2. Role Conflict

Role conflict arises when officials receive contradictory
instructions from multiple superiors or when accountability is
high, but authority is limited. In public administration, officers
are frequently answerable to political executives, senior
bureaucrats, audit agencies, and the public simultaneously.
Without clear authority structures, balancing these competing
expectations can be stressful and lead to frustration and burnout.

3. Decision Paralysis

Lack of clear authority often leads to decision paralysis, in
which officers delay oravoid taking decisions out of fear of blame,
disciplinary action, or judicial scrutiny. When accountability is
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Summarized Overview

high but discretionary authority is restricted, officials prefer to
pass files upward rather than exercise judgment. This not only
increases stress but also slows administrative processes and
weakens governance outcomes.

4. Emotional Exhaustion

Continuous exposure to unclear authority, excessive scrutiny,
and fear of repercussions contributes to emotional exhaustion
among public sector employees. Over time, this leads to
reduced motivation, disengagement, and lower job satisfaction.
Emotional exhaustion is a key component of occupational stress
and can impair both individual performance and organisational
morale.

Reports by the World Health Organisation (WHO) indicate
that public sector employees often experience higher stress
levels compared to those in other sectors. This is largely due
to the combination of intensg,accountability pressures, public
scrutiny, and limited “discretionasy” authority. Officials are
held responsible for outcomes even when they lack adequate
authority, resources, or autonomy to effectively influence
outcomes. Thesefindings highlight that authority is not merely
a struCtural conceptibuti@ critical determinant of occupational
stréss in administration. Clearly defined authority, appropriate
delegationj and alignment between responsibility and power
help \reduce stfess, improve decision-making, and enhance
administrative confidence.

Understanding authority is the foundation for effective stress
management in public administration. Well-designed authority
structures minimise role ambiguity and conflict, encourage
timely decision-making, and protect officials from emotional
exhaustion. By aligning authority with responsibility, public
administration can promote both administrative efficiency and
the psychological well-being of its workforce.

This unit provides a comprehensive introduction to the concept of authority with
particular reference to organisational behaviour and public administration. It explains the
meaning and nature of authority, distinguishes authority from power, and highlights its
importance in ensuring discipline, coordination, accountability, and effective decision-
making. The unit elaborates on various types of authority, such as formal, traditional,
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charismatic, functional, and line and staff authority, which illustrate their relevance
in modern administrative systems. It further examines the delegation of authority,
its elements, importance, barriers, and its relationship with accountability and stress.
By integrating theoretical insights with practical examples and case studies, the unit
equips learners with a clear understanding of how authority and delegation influence

Korganisational performance and employee well-being. /
Self-Assessment
/ 1. Define authority and explain its key characteristics in public administration. \
2. Distinguish between authority and power with suitable administrative examples.
3. Discuss the different types of authority and their relevanee in modern organisa-
tions.
4. Explain the concept of delegation of autherity and, examine its importance in
public administration.
5. Analyse the relationship between authority structures and occupational stress in
K organisations. /
Assignments

\

Study a public organisation and identify how authority is structured and delegat-
ed. Suggest improvements.

Prepare an authority=fesponsibility chart for a medium-sized organisation.
Analyse a real-life administrative failure caused by poor delegation of authority.
Compare authority structures in a public sector and a private sector organisation.

Write a brief report on how improper authority distribution can lead to managerial

stress.
_4
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Space for Learner Engagement for Objective Questions

Learners are encouraged to develop objective questions based on the content in the
paragraph as a sign of their comprehension of the content. The Learners may reflect on the
recap bullets and relate their understanding with the narrative in order to frame objective
questions from the given text. The University expects that 1 - 2 questions are developed for
each paragraph. The space given below can be used for listing the questions.
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Stress Management

| Learning Outcomes

After completing this unit, the learners will be able to:

» explain the concept, nature, and stages of stress in orgafisational settings

» identify different types of stress and analyse their impact ‘on,employee perfor-

mance and well-being

» evaluate individual-level and organisation ment strategies

* aware of stress management technig e managerial effectiveness

and organisational sustainability

ritical challenges in modern organisations,
> employees operate under intense accountability,
iny. The World Health Organisation (2020) estimates
that 30-40% of pu ployees worldwide suffer from work-related stress,
leading to reduced pro , absenteeism, burnout, and mental health disorders.
In India, studies by the Indian Council of Medical Research (ICMR) indicate that
government and administrative employees experience higher levels of chronic stress due
to role overload, role ambiguity, and high responsibility without corresponding authority.
Such stress not only affects individual well-being but also undermines organisational
efficiency and ethical governance.

particularly in the
political pressure,

sector

Understanding stress, its stages, types, and management strategies is therefore essential
for future managers and administrators. Research shows that organisations implementing
structured stress management programmes experience 20—25% improvement in employee
productivity and job satisfaction. This unit equips MBA students with conceptual clarity
and practical insights into stress management at both individual and organisational
levels, enabling them to handle complex work environments effectively and sustainably.

270 : SGOU - SLM - MA Public Administration - Organizational Behaviqur' : mgg

NAGURU




<Stress, Burnout, Eustress, Organisational Stress, Stress Management >

» Work - related stress

4.2.1 Introduction

Stress has become an unavoidable feature of modern
organisational life, particularly in public administration,
where officials operate under constant pressure from political
executives, media scrutiny, judicial oversight, and public
expectations. Unlike private organisations, public institutions
must balance efficiency with legality, accountability, and social
equity. This complex environment makes public administrators
especially vulnerable to @¢eupational stress.

According togthe World" Health™ Organization (WHO,
2020), work-rglated stress affects nearly 30-40% of public
sector employees globally, leading to reduced productivity,
absenteeism, mental health/problems, and burnout. In India, a
survey' conducted by, thedndian Council of Medical Research
(ICMR) found that administrative and government employees
show higheér levels of chronic stress due to workload, role
ambiguity, and accountability pressures. Understanding stress,
its stages, types, and management strategies is therefore
essential for effective organisational behaviour and sustainable
public administration.

4:2.2 Goncept of Stress

Stress refers to the psychological and physiological response
of'an individual to demands, pressures, or challenges that exceed
their perceived capacity to cope effectively. It is important to
note that stress does not arise merely from the existence of
pressure or demanding situations; rather, it emerges from the
individual’s perception of and reaction to those demands. The
same situation may therefore be stressful for one person and
manageable for another, depending on personal resilience,
experience, and available support systems.

Hans Selye, a pioneer in stress research, defined stress as
“the non-specific response of the body to any demand placed
upon it.” This definition highlights the biological dimension of
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stress, emphasising that the human body responds in a similar
physiological manner—through hormonal and nervous system
changes—regardless of whether the demand is positive (such as
a promotion) or negative (such as excessive workload). Selye’s
contribution also underscores that prolonged or unmanaged
stress can lead to physical and psychological exhaustion.

From a behavioural and organisational perspective, Stephen
P. Robbins defines stress as “a dynamic condition in which
an individual is confronted with an opportunity, constraint, or
demand related to what they desire, and for which the outcome
is perceived as both uncertain and important.” This definition
of uncertainty, perceived importance, and personal expectations
in shaping stress responses.

In the context of public administration, stress is especially
pronounced due to the unique naturehof governmental work.
Administrators often opetate in environments characterised by
high public visibility and strict accountability norms. Stress
arises not only frem heavyworkload@nd time pressures but also
from structuralland systemi¢ factors such as high accountability
without commensurate authority, frequent political interference
in administrative\decision-making, intense public criticism and
medid scrutiny, andieemplex ethical dilemmas coupled with
legal oversight.\These factors create persistent psychological
pressure, ‘@s administrators must simultaneously balance
efficiency, legality, ethics, and public interest.

Thus, stress in public administration is deeply embedded in
organisational structures, authorityrelationships,and governance
systéms. Understanding stress as a multidimensional concept,
encompassing physiological, psychological, and organisational
elements, is essential for designing effective stress management
strategies and promoting administrative efficiency, ethical
decision-making, and employee well-being.

4.2.3 Stages of Stress

Hans Selye proposed the General Adaptation Syndrome
(GAS) to explain how individuals respond to stress over time.
According to Selye, stress is not a single event but a process
that unfolds in three distinct stages: Alarm, Resistance, and
Exhaustion. These stages describe the body’s physiological
and psychological responses to prolonged stressors. The GAS
model is especially relevant in organisational and public
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administration contexts, where stress often persists over long
durations.

Resistance Exhaustion
Stage Stage

e is the body’s immediate, initial response
s stage, the individual becomes aware of the

- P Initial response toa

ST ey is commonly described as the “fight or flight”

n, mediated by the release of stress hormones such as
ine and cortisol. The purpose of this stage is to prepare
dividual to face the challenge quickly and effectively.

Key Features

i.  Increased heart rate and blood pressure
ii.  Rapid breathing and heightened sensory awareness
iii. Feelings of anxiety, fear, or excitement

iv. Heightened emotional and cognitive alertness

Although this stage may involve discomfort, it can be
beneficial in the short term, as it sharpens focus and enhances
performance in emergencies.

Example: When a District Magistrate receives sudden
instructions to manage a law-and-order crisis, such as communal
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> Adapt to the stress

tension or a natural disaster, there is an immediate surge of
anxiety and alertness. The official becomes highly focused,
reacts quickly, and mobilises resources efficiently. This short-
term stress can improve decision-making and responsiveness,
provided it does not persist for too long.

4.2.3.2 Resistance Stage

If the stressor continues beyond the initial shock, the
individual enters the Resistance Stage. In this phase, the
body attempts to adapt to the stress and maintain normal
functioning despite continued pressure. Physiological arousal
remains elevated, but the individual appears outwardly calm
and in control. Psychological coping mechanisms are actively
employed to manage demands.

Key Features

1. Sustained effort to eope with stress

ii. Reducedsemotional reactions compared to the alarm
stage

iii. Continued high levels of energy consumption

ivdApparent normal functioning despite internal strain

While performance may remain stable during this stage,
the body and mind are operating at a higher cost. Prolonged
resistanee_without adequate recovery can gradually weaken
physical and psychological resources.

Example: During extended election duty, public officials work
lofig hours under constant vigilance and political sensitivity.
Over time, they adapt to the pressure by adjusting routines
and suppressing emotional reactions. Although efficiency is
maintained, fatigue accumulates, and stress begins to affect
well-being, concentration, and work—life balance.

4.2.3.3 Exhaustion Stage

The Exhaustion Stage occurs when stress continues for a
prolonged period without sufficient relief or recovery. At this
stage, the body’s adaptive resources are depleted, and the
individual can no longer cope effectively. Both physical and
psychological breakdowns may occur, leading to serious health
and performance issues.
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» Positive, constructive
stress

Key Features

1. Chronic physical fatigue and weakness
i1i.  Emotional exhaustion and burnout
iii. Decline in motivation, concentration, and efficiency

iv. Increased susceptibility to illnesses, anxiety, and de-
pression

This stage is particularly dangerous in organisational
settings, as it not only affects individual health but also reduces
administrative effectiveness and decision-making capacity.

A study by the Indian Administrative Service Association
(2019) reported a rise in caseshof hypertension, depression,
sleep disorders, and professional‘burnout among senior civil
servants. Continuous engagement in €risis management, public
scrutiny, and high-stakes decision-making without adequate
institutional support or recovery mechanisms was identified as
a major cause of@xhaustion-relatedsstress.

In summary, the General Adaptation Syndrome highlights
that stress progresses through predictable stages. While short-
termgStress may enhaneeperformance, prolonged stress without
interventiondeads to exhaustion and serious consequences.
Understanding these stages is crucial for public administration,
as it underscores the need for organisational support systems,
delegationgsstress management training, and periodic relief to
sustain administrative efficiency and employee well-being.

4.24 Types of Stress

Stress in organisations can be classified into different
types based on its source, duration, and impact on individual
performance and well-being. In public administration, these
forms of stress often coexist and interact with each other due
to complex organisational structures, high accountability, and
continuous public scrutiny. Understanding the different types of
stress helps administrators and policymakers design appropriate
coping and intervention mechanisms.

4.2.4.1 Eustress (Positive Stress)

Eustress refers to positive, constructive stress that motivates
individuals and enhances performance. It arises when challenges
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» Confusion or conflict
regarding job
expectations

are perceived as achievable and meaningful, encouraging
individuals to stretch their abilities and improve competence.
Eustress is generally short-term and associated with enthusiasm,
creativity, and high levels of engagement.

Examples:

1. Challenging or prestigious assignments
ii.  Opportunities for promotion or career advancement
iii. Leadership of time-bound or high-visibility projects

Moderate levels of stress can improve alertness,
concentration, and efficiency. The well-known Yerkes—Dodson
Law demonstrates that performance increases with stress up
to an optimal level, after whichhexcessive stress leads to a
decline in effectiveness. In publict@dministration, eustress is
often experienced duringyreform initiatives, special missions,
or innovative governance projects.

4.2.4.2 Distress (Negative Stress)

Distress is harmful stress that occurs when demands exceed
an individuial’s coping capacity for a prolonged period. Unlike
eustress, distréss leads to anxiety, dissatisfaction, reduced
performane®, andiadverse health outcomes. It is often chronic
and emotionally draining.

Examples:

1./, Excessive workload and unrealistic deadlines
11. Harassment, discrimination, or unfair treatment

iii. Continuous political pressure and interference

In public administration, distress is more common due to rigid
hierarchical systems, procedural constraints, limited autonomy,
and constant accountability without proportional authority.
Persistent distress can lead to absenteeism, poor decision-
making, and increased errors in administrative functions.

4.2.4.3 Role-Related Stress

Role-related stress arises when there is confusion or conflict
regarding job expectations and responsibilities. It is particularly
prevalent in public organisations where officials are expected to
perform multiple functions simultaneously.
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> Long-term
consequence

Major Causes

i.  Role ambiguity: Lack of clarity about duties, authority,
or expectations

ii. Role conflict: Incompatible or contradictory demands
from different authorities

iii. Role overload: Excessive responsibilities beyond an in-
dividual’s capacity

Example: A Block Development Officer tasked with welfare
scheme implementation, election management, disaster
response, and routine administrative duties may face conflicting
priorities and time pressures. Such overlapping roles can lead
to frustration, anxiety, and reducedeffectiveness, contributing
significantly to occupational stress.

4.2.4.4 Occupational Stress

Occupational stress refers\to stress arising from the broader
organisational, and work environment rather than individual
roles alone. It\is, shaped by institutional practices, resource
availability, and admimistrative culture.

Sources of Occupational Stress

1. " »Poor.et unsafe working conditions
1., Inadequate staffing and resource constraints
. Excessive paperwork and bureaucratic delays

iv. Lack of recognition and career progression

According to the OECD (2021), occupational stress is
one of the leading causes of early retirement, absenteeism,
and declining job satisfaction in public services across
many countries. Inadequate institutional support and slow
administrative reforms often intensify this form of stress.

4.2.4.5 Burnout

Burnout is a severe and long-term consequence of prolonged
exposure to stress, particularly distress and occupational stress. It
represents a state of emotional, mental, and physical exhaustion
that reduces an individual’s ability to function effectively at
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» Systematic efforts

work. Burnout is not a sudden condition but develops gradually
over time.

Key Indicators

a. Emotional exhaustion and detachment from work

b. Cynicism and negative attitudes towards service and cit-
izens

c. Reduced sense of professional achievement and efficacy

Burnout is increasingly reported among frontline public
servants, including police officers, healthcare administrators,
revenue officials, and social welfare workers. Continuous public
interaction, crisis management, andhlack of recovery time make
these roles especially vulnerable. Ifunaddressed, burnout can
undermine organisationalyperformance, public trust, and the
overall quality of governance:

In conclusiof, different types of stress affect public servants
in distinct ways, ranging from motivating eustress to debilitating
burnout. Recognising these forms of stress is essential for
developing effective organisational policies, promoting
employee wellsbeing, and ensuring sustainable and efficient
public administration.

4.2.5$tress'‘Management Strategies

Stress management involves systematic efforts at both
indiyidual and organisational levels to reduce, prevent, and
cope with stress arising from work-related and personal factors.
Since stress can negatively affect employees’ physical health,
psychological well-being, and job performance, adopting well-
planned stress management strategies is essential for sustaining
productivity and overall organisational effectiveness.

4.2.6 Individual-Level Stress Management Sirategies

Individual-level stress management strategies focus on
enhancing an employee’s personal capacity to cope with
stress through behavioural, physical, emotional, and social
interventions. These strategies equip individuals to manage
work pressures more effectively and maintain psychological
well-being despite demanding organisational environments.
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» Regular physical
exercise, adequate
sleep, and a balanced
diet

4.2.6.1 Time Management and Prioritisation

Effective time management plays a crucial role in reducing
role overload and work pressure. When individuals can plan,
prioritise, and schedule tasks systematically, they experience
greater control over their work and reduced anxiety. Techniques
such as task-based scheduling, setting realistic deadlines,
delegation, and breaking complex assignments into manageable
units help employees avoid last-minute stress and work fatigue.

Example: Officers who adopt task-based scheduling during
peak administrative periods, such as budget preparation
or election duties, are better able to balance competing
responsibilities. Studies indicate that such structured time
management practices significantly reduce perceived stress and
improve job efficiency (Luthans, 2011).

4.2.6.2 Physical Hedlth and Lifestyle Management

Physical healthgrandy lifestyle choices directly affect an
individual’s ability to cope with stress. Regular physical
exercise, adequate sleep, and a balanced diet help regulate
hormonal responses to stress and improve overall mental
resilienc€yExercise, releases endorphins, which act as natural
stre§s relievers, while proper sleep restores cognitive and
emotional balance.

According«to the World Health Organisation (WHO),
engaging 1n at least 30 minutes of moderate physical activity
daily significantly reduces symptoms of anxiety and depression.
For public officials who face long working hours and high
responsibility, maintaining physical fitness serves as a protective
buffer against chronic stress and burnout.

4.2.6.3 Emotional Intelligence and Self-Regulation

Emotional intelligence (EI) is a vital psychological resource
in managing stress. Daniel Goleman highlights EI as the ability
to recognise, understand, and regulate one’s own emotions
while effectively responding to others' emotions. Individuals
with high emotional intelligence are better equipped to handle
interpersonal conflicts, criticism, and performance pressure
without becoming emotionally exhausted.

In the context of public administration, officers with
strong emotional self-regulation demonstrate higher tolerance

m
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colleagues, and - -
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to ambiguity, political pressure, and public scrutiny. Such
individuals are more likely to respond calmly to stressful
situations, make rational decisions, and maintain professional
relationships, thereby reducing stress-related outcomes.

4.2.6.4 Mindfulness and Yoga

Mindfulness and yoga are increasingly recognised as
effective tools for stress reduction and mental resilience.
Mindfulness practices encourage present-moment awareness,
helping individuals detach from anxiety about future outcomes
or past failures. Yoga combines physical postures, breathing
exercises, and meditation to promote relaxation and emotional
stability.

Example: The Lal Bahadur “Shastri National Academy
of Administration (LBSNAA) hasintegrated yoga and
meditation sessions into it§ training curticulum for civil service
probationers. These_practiceshaim to/enhance concentration,
emotional balanCe, and ‘stress Jtolerance, preparing future
administrators/to handle the psychological demands of public
service more effectively.

4.246.5 Social Support Systems

Strong social support systems play a critical role in mitigating
stresspat the individual level. Support from family members,
peers, colléagues, and mentors provides emotional reassurance,
practical guidance, and a sense of belonging. Sharing concerns
and experiences helps individuals normalise stress and reduces
feelings of isolation.

Empirical studies reveal that officers with strong peer
networks and mentoring relationships experience lower levels
of burnout and emotional exhaustion. Informal peer discussions
and mentorship enable individuals to learn coping strategies,
gain perspective, and build emotional strength, thereby
enhancing their capacity to manage work-related stress.

Overall, individual-level stress management strategies
strengthen personal resilience and psychological well-being.
When effectively practised, these strategies enable employees—
especially public administrators—to cope with demanding roles
while maintaining efficiency, emotional balance, and long-term
professional sustainability.
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» Clear job
descriptions

4.2.7 Organisational-Level Stress Management Strategies

Organisational-level stress management strategies focus
on reducing stressors embedded in organisations' structures,
cultures, and functioning. By creating supportive systems, clear
procedures, and healthy work environments, organisations
can significantly minimise work-related stress and enhance
employee well-being and performance.

4.2.7.1 Role Clarity and Job Design

Role ambiguity and poorly designed jobs are major sources
of organisational stress. Clear job descriptions, defined
responsibilities, and realistic performance expectations help
employees understand what i8S expected of them, thereby
reducing confusion and anxiety. Proper job design also ensures
a balance between authority and responsibility, preventing role
conflict and excessive worklead.

The Second Administrative Reforms Commission (India)
emphasised the need for clearer role delineation within
administrative! structures to reduce duplication of work and
administrative “overload. £ By streamlining functions and
clarifying reporting relationships, organisations can create a
more predictablerand less stressful work environment.

4.2.7.2,Delegation and Decentralisation

Effective delegation and decentralisation distribute
responsibilities across different levels of the organisation,
preventing stress concentration at the top. When authority
1s shared and decision-making powers are devolved, senior
officials can focus on strategic issues rather than routine
operational tasks. This not only reduces workload pressure but
also enhances accountability and efficiency at lower levels.

Case:

Kerala’s decentralised governance model demonstrates how
empowering local self-government institutions significantly
reduced stress on district-level officials. By transferring
planning, implementation, and financial responsibilities to
local bodies, administrative burdens were more evenly shared,
reducing pressure and improving administrative responsiveness.

{3
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4.2.7.3 Supportive Leadership

Leadership style has a profound impact on employee
stress levels. Supportive and transformational leadership,

characterised by empathy, encouragement, and participative
decision-making, creates a positive organisational climate.
Such leaders provide guidance, recognise employee efforts,

» Leadership style

and offer constructive feedback, thereby reducing anxiety and
enhancing morale.

In contrast, authoritarian leadership styles that rely on rigid
control and excessive supervision often increase psychological
strain, fear of failure, and employee resistance. Supportive
leadership, therefore, acts as a critical organisational buffer
against stress.

4.2.7.4 Training and Capacity Building

Continuous training and eapacity-building initiatives help
employees develop the skills and,confidence required to meet
job demands. /When officials are adequately trained, they
feel more competent and less threatened by complex tasks or
changing administrative requirements. Training also enhances
problem-solving abilitiesiand stress-coping mechanisms.

Accordifig to OECD studies, officials who undergo regular
training programmes experience 20-25 per cent lower stress
levels eempated to those without such opportunities. Thus,
imvestment in human resource development serves as an
effective long-term stress management strategy.

4.2.7.5 Employee Assistance Programmes (EAPs)

Employee Assistance Programmes (EAPs) provide structured
organisational support for managing stress, mental health
issues, and personal challenges. These programmes typically
include professional counselling services, wellness initiatives,
stress management workshops, and crisis intervention support.

Example: The UK Civil Service introduced EAPs to support
employee mental health and work-life balance. Evaluations
of these programmes reported measurable improvements in
employee well-being, reduced absenteeism, and enhanced job
satisfaction. Such initiatives reflect the growing recognition of
organisational responsibility in managing employee stress.
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In summary, organisational-level stress management
strategies address structural, leadership, and support-related
factors that contribute to workplace stress. When effectively
implemented, these strategies foster a healthier work
environment, improve employee morale, and enhance overall
organisational effectiveness.

4.2.8 Stress Management during Crisis: A Real -
Administrative Case

Case: COVID-19 Management in Kerala

Periods of crisis place extraordinary psychological and
administrative pressure on public institutions and officials. The
COVID-19 pandemic represented an unprecedented stress test
for governance systems worldwide. In this context, Kerala’s
administrative response stands out“as, an effective model of
crisis-related stress management that ‘balanced public health
demands with administrative sustainability.

Kerala’s approach combined clear and consistent
communication,  decentralised  decision-making, and
psychological ‘support for/frontline workers. Regular press
briefiigs by senioruleadership reduced uncertainty and fear
among administrators and the public alike. Clear communication
protocols ensured that officials at different levels received
accutate information, thereby minimising confusion, panic, and
decision=related stress.

Decentralised decision-making empowered local self-
goveérnment institutions, district administrations, and health
authorities to respond swiftly to local conditions. This reduced
excessive pressure on top-level officials and distributed
responsibilities more evenly across the administrative system.
Simultaneously, the government prioritised psychological
support mechanisms for healthcare workers, police personnel,
and field-level administrators through counselling services,
helplines, and peer-support initiatives.

As a result, Kerala was able to reduce burnout among
frontline workers while maintaining administrative efficiency
during prolonged crisis conditions. This integrated stress
management approach was internationally recognised,
including acknowledgement by the World Health Organisation
(WHO, 2020), highlighting the importance of organisational
preparedness and psychological resilience in crisis governance.

o
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Summarized Overview

4.2.9 Stress, Ethics, and Governance

Stress has a direct and profound impact on ethical behaviour
and the quality of governance. Unchecked or chronic stress
impairs cognitive functioning, leading to poor judgment,
impulsive decisions, and reduced ethical reasoning capacity.
Under intense pressure, administrators may prioritise short-
term outcomes over long-term public interest, increasing the
risk of ethical lapses.

High stress levels can also contribute to authoritarian
tendencies, as overwhelmed officials may resort to rigid
controls, coercive practices, or the avoidance of accountability
to manage administrative pressure. Such behaviours undermine
democratic values, transparency; and public trust in governance
institutions.

Therefore, effective stress management is not merely a
welfare concern but,a governance imperative. By managing
stress at both dndividualyand“ofganisational levels, public
institutions promote ethical decision-making, accountability,
and participatory governance. Stress-resilient administrators
are better,equipped to uphold democratic principles, act with
integrity, and serve thé'public interest even under challenging
cofditions.

Stress is andinevitable aspect of public administration, but
it need motibe destructive. Understanding its meaning, stages,
and types enables administrators to recognise early warning
signs and adopt effective coping mechanisms. While individual
strategies enhance personal resilience, organisational strategies
ereate supportive environments that prevent chronic stress.
For public administrators, effective stress management is not
a personal luxury but a professional necessity that sustains
administrative efficiency, ethical conduct, and public trust.

/

A

This unit provides a comprehensive understanding of stress and stress management
in organisational and public administration contexts. It explains the concept and
meaning of stress, its physiological and psychological dimensions, and its relevance
in modern work environments. The unit elaborates on the stages of stress using
Hans Selye’s General Adaptation Syndrome, highlighting how prolonged stress can
lead to exhaustion and burnout. It examines various types of stress, such as eustress

4
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distress, role-related stress, occupational stress, and burnout. The unit further discusses
individual- and organisational-level stress management strategies, including time
management, emotional intelligence, leadership support, delegation, and employee
assistance programmes, and emphasises the role of effective stress management in
enhancing organisational performance, ethical behaviour, and employee well-being.

Self-Assessment
/ 1. Define stress and explain its relevance in modern organisations. \
2. Discuss the stages of stress as explained by the General Adaptation Syndrome
model.
3. Examine different types of stress commonly experienced,in public administra-
tion.
4. Analyse individual-level strategies for managing stress at the workplace.
5. Explain organisational-level stress/management strategies and their importance
\\ for effective governance. /
Assignments

=

Analyse a redl organisationaliease where stress affected employee performance
and suggest stress m@nagement measures.

Conduct a stress assessmient of an organisation and identify major stressors.
Identify personal stress triggers and prepare a stress management plan.

Compare stress management practices in a public sector and a private sector or-
ganisation.

Design a stress management programme suitable for a government or corporate
organisation. /
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Space for Learner Engagement for Objective Questions

Learners are encouraged to develop objective questions based on the content in the
paragraph as a sign of their comprehension of the content. The Learners may reflect on the
recap bullets and relate their understanding with the narrative in order to frame objective
questions from the given text. The University expects that 1 - 2 questions are developed for
each paragraph. The space given below can be used for listing the questions.
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Organisational Change

| Learning Outcomes

After completing this unit, the learners will be able to:

» explain the concept, nature, and need for organisational change in public

administration
+ analyse models of organisational change and t
reforms
» evaluate the role of organisational ethie
outcomes

* describe how organisational chan yee stress and organisa-

tional performance

| Background

Organisational eanunavoidablereality incontemporary organisations
due to rapid technological advancements, political transitions, globalisation, and rising
citizen expectations. Acgording to the OECD (2022), governments that effectively
manage organisational change demonstrate 15-25% higher service delivery efficiency
and greater public trust than those with rigid administrative systems. In the public sector,
reforms such as e-governance, decentralisation, performance-based budgeting, and
ethics reforms have fundamentally altered traditional bureaucratic structures. However,
global studies indicate that nearly 60% of organisational change initiatives fail due to

employee resistance, weak organisational culture, and inadequate leadership support.

In public administration, organisational change is particularly complex because it
operates within legal frameworks, democratic accountability, and ethical constraints.
The World Bank (2021) reports that ineffective change management in public institutions
leads to increased employee stress, reduced morale, and declining service quality.
Therefore, understanding organisational change, along with the role of organisational
ethics and culture, is essential for future managers and administrators. This unit equips
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MBA students with conceptual clarity and practical insights to manage change ethically
and sustainably while maintaining organisational stability and public trust.

Organisational Change, Organisational Culture, Organisational Ethics, Change
Management

4.3.1 Introduction

Change is an inevitable and continuous feature of modern
organisations. In public administration, change is driven by
political priorities, administrative neforms, technological
advancements, citizen, expectations,/and global pressures.
Unlike private organisations, publiéiSector organisations operate
within rigid legal frameworks, making organisational change
both essential ‘and challenging. Reforms such as e-governance,
decentralisation, performance-based management, and ethics
reforims demonstrate iow public organisations constantly adapt
to €hanging €nvironments.

According te the OECD (2022), governments that effectively
manage organisational change show higher service delivery
efficiency and greater public trust. However, poorly managed
change often leads to resistance, stress, ethical lapses, and a
decline in organisational performance. This unit examines
the meaning and nature of organisational change, explores
organisational ethics and culture, and explains how different
types of culture can be created and sustained in public
organisations.

4.3.2 Concept of Ghange

Change refers to any alteration in an organisation’s existing
structure, processes, behaviour, technology, or underlying

> Dynamicand — | values. It is a dynamic and continuous phenomenon that
continuous - enables organisations to adapt to internal demands and external
phenomenon - environmental pressures. Change may be planned, arising from

deliberate managerial decisions, or unplanned, resulting from
unexpected events such as political shifts, economic crises,
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» Definition of change

> Common examples

or technological disruptions. It can also vary in scope and
intensity, ranging from incremental change, which involves
gradual improvements, to radical change, which brings about
fundamental transformation. Similarly, change may be short-
term, addressing immediate issues, or long-term, aimed at
sustained organisational development.

Stephen P. Robbins defines change as “any alteration that
occurs in the work environment that affects the ways in which
employees must act.” This definition highlights the behavioural
dimension of change, emphasising that organisational change
ultimately requires individuals to modify their attitudes, skills,
and work patterns. Thus, change is not limited to formal
structures or policies but extends to how employees perceive
their roles and perform their funétions within the organisation.

In the context of public administration, change assumes
a distinctive character dugyto the nature of the public sector.
Unlike private organisations, public institutions operate within
a framework of political authoritysd€égal mandates, and public
accountability/Consequently, change in public administration
is often policy-driven, initiated to implement new government
priorities or socio-economi€ objectives. It is typically reform-
orienfed, focusing Jemsfimproving efficiency, transparency,
responsivengss, and service delivery. Moreover, many changes
are mandated by legislation or executive orders, leaving
limited discretion to administrators regarding administrators
with Timited" discretion over whether to adopt them. Public
accountability further shapes change, as reforms must align with
demaoeratic values, citizen expectations, and ethical standards.

Common examples of change in public administration
include the introduction of digital service delivery systems
(e-governance) to enhance accessibility and transparency,
administrative restructuring and cadre reforms to rationalise
roles and improve performance, and the adoption of outcome-
based budgeting, which shifts the focus from inputs and
procedures to results and measurable outcomes. These examples
illustrate how change in public administration is closely linked
to governance reforms and the pursuit of effective, accountable,
and citizen-centric administration.

4.3.3 Need for Organisational Change

Organisational change is essential for public organisations
to remain effective and relevant in a dynamic administrative
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environment. The major factors necessitating organisational
change are explained below with clear headings and examples.

1. Technological Advancements

Technological progress significantly influences how
organisations function and deliver services. Innovations such
as digital record management, e-governance platforms, and Al-
based decision-support systems have transformed traditional
administrative processes. Public organisations must adopt
new technologies to improve efficiency, accuracy, and service
delivery.

Example: The introduction of online service portals in
government departments allows gitizens to apply for documents
such as licenses or certificates“without physically visiting
offices. Similarly, the use of Al toolsyfor data analysis helps
governments predict resource needs and detect fraud, thereby
improving decision-making.

2. Political Changes

Political transitions often bring new governments, policies,
and adiministrative priosities. Public organisations must undergo
strictural and procedural changes to align with revised laws,
development agendas, and governance frameworks introduced
by pelitical leadership.

Example: Whenanew government prioritises digital governance
or social welfare reforms, ministries and departments may
need to reorganise their functions, retrain staff, or create new
départments to implement these policies effectively.

3. Social Demands

Changing social expectations compel organisations to become
more transparent, inclusive, and citizen-centric. Increased
public awareness, media scrutiny, and civic participation mean
that organisations must adjust their practices to meet rising
demands for accountability and responsiveness.

Example: Many public institutions now use social media
platforms and public grievanceredressal systems tocommunicate
with citizens and address complaints promptly. Initiatives
promoting gender equality and inclusion of marginalised groups
also reflect organisational responses to social demands.
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4. Global Influences

Globalisation exposes public organisations to international
norms, standards, and best practices. Adopting global
governance models helps improve performance, credibility, and
service quality while enabling countries to meet international

obligations.

Example: Public financial management reforms inspired by
international standards, such as performance-based budgeting
and anti-corruption frameworks, have been adopted in several
countries to enhance transparency and efficiency.

According to the World Bank (2021), public organisations
that resist change experience higher inefficiency and increased
citizen dissatisfaction. Thereforey, continuous organisational
change is vital for improving public service delivery, institutional

performance, and publicdtust.

4.3.4 Concept of.Organisational change

Organisational change is a planned and systematic process

» Planned and
systematic process

by which an‘organisation modifies its structures, policies,
procedures; and work culture to improve effectiveness and
adapt to intermal and“external pressures. Rather than being
accidental of sudden, organisational change is intentional and
aimed at enhancing efficiency, responsiveness, and long-term

sustainability,€specially important in public administration.

Organisational change involves deliberate efforts to improve
organisational performance by altering internal systems,
human behaviour, technology, and management practices. In
public organisations, change is often driven by administrative
reforms, policy shifts, technological innovation, and societal

expectations for better governance and service delivery.

4.3.4.1 Kurt Lewin’s Three-Stage Model of -

Organisational Change

According to Kurt Lewin, organisational change is a

continuous process that occurs in three interrelated stages:
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Fig. 4.3.1 Kurt Lewin’s Three-Stage Model of Organisational Change

1. Unfreezing — Recognising the Need for Change

Unfreezing refers to preparing the organisation for change
by creating awareness about existing problems and the need to
move away from old practices. This stage involves challenging
established routines, attitudes, and resistance to change.

Example: In public administration, unfreezing may occur when
inefficiencies in service delivery are highlighted through audit
reports, citizen complaints, o performance reviews, prompting
authorities to acknowledge the need for reform.

2. Changing - Implementing New Methods

Thesehanging 'stage ifnvolves the actual introduction of
new  policiesg, procedures, technologies, or organisational
structures. Employees begin to learn new ways of working,
and management provides training, resources, and guidance to
suppott.the transition.

Example: A government department shifting from manual
record-keeping to digital databases represents the changing
stage, where staff are trained to use new software and workflows
are redesigned.

3. Refreezing — Institutionalising the Change

Refreezing ensures that the changes are stabilised and
embedded into the organisational culture. New practices
become standard operating procedures, preventing a return to
old methods.

Example: Once digital systems are fully adopted, rules, job
descriptions, and performance evaluations are updated to reflect
the new processes, ensuring long-term continuity of the reform.
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Organisational Change in Public Administration

In public administration, organisational change must
carefully balance multiple considerations:

a. Stability and continuity: Ensuring uninterrupted public
services while reforms are implemented

b. Legal compliance: Adhering strictly to laws, rules, and
constitutional provisions

c¢. Democratic accountability: Remaining answerable to
elected representatives, citizens, and oversight institu-
tions

Unlike private organisations, public institutions cannot
prioritise efficiency alone; they mustialso uphold public interest,
transparency, and legitimaey.

Organisationals€hangeyis a structufed and essential process
for improving/ public sector performance. Lewin’s model
provides a clear framework for managing change effectively,
while the unique nature of public administration requires
reform$ to be legally, sound, democratically accountable, and
admimistratively,stable.

Case Study: E-Governance Reforms in India

The Digital India Programme represents a landmark
organisational change initiative undertaken by the Government
of India to transform traditional public administration into a
digitally empowered system. The programme aimed to replace
manual, paper-based procedures with technology-driven
platforms to enhance efficiency, transparency, and citizen
convenience.

Background and Need for Change

Before the reforms, public service delivery in India relied
heavily on manual documentation, physical file movement,
and face-to-face interactions. These processes often resulted
in delays, a lack of transparency, corruption risks, and
inconvenience to citizens. Growing public demand for faster
and more accountable governance created strong pressure for
organisational change within government departments.
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Key Digital Reforms Introduced

As part of the Digital India initiative, several core
administrative functions were shifted to online platforms:

Income Tax e-filing: Citizens can now file income tax
returns online, reducing paperwork, human interaction,
and processing delays while improving accuracy and
compliance.

Online Passport Services: Passport applications, ap-
pointment scheduling, and status tracking were digitised,
significantly reducing waiting periods and improving
service transparency.

Digital Land Records: Land ownership records were
computerised and,made accessible online, minimising
disputes, enhancing transparency, and reducing opportu-
nities for manipulation,

Impact of Organisational Change

The introduction of e-governance reforms led to substantial
improvements in administrative performance:

Processing time reduced by 30-50%, enabling quicker
service delivery

Increased transparency through digital tracking and on-
line access to information

Reduced the discretionary power of officials, thereby
lowering corruption and bias

Improved citizen satisfaction due to ease of access and
reduced physical visits to offices

Challenges and Resistance

Despite its success, the reform faced initial resistance from
government employees, mainly due to fear of job displacement,
lack of digital skills, and disruption of established routines.
This resistance highlighted the importance of effective
change management, including training, communication, and
employee involvement, to ensure successful organisational
transformation.
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» Values, principles,
and standards of
conduct

The Digital India Programme demonstrates how well-
planned organisational change can modernise public adminis-
tration and improve governance outcomes. While technological
reforms delivered efficiency and transparency, the experience
also shows that managing human resistance is crucial for
sustaining long-term change in public organisations.

4.3.5 Organisational Ethics

Organisational ethics refers to the values, principles, and
standards of conduct that guide behaviour and decision-making
within an organisation. In public administration, organisational
ethics is especially significant because public officials exercise
authority on behalf of citizens and manage public resources.
Ethical conduct is therefore central to maintaining legitimacy,
fairness, accountability, and publi¢ trust.

Ethics in public orgamisations ensutes that decisions are
taken in the public interest tather than for personal or political
gain, and that power 1s exercisediesponsibly and transparently.

4.3.5.1 Ethical Foundations of Public Service

According to Dénhardf and Denhardt, public service ethics
emphasise values that distinguish public administration from
private mafiagement. These include:

1. Integrity

Integrity refers to honesty, consistency, and moral uprightness
in official conduct. Public officials are expected to act truthfully
and avoid conflicts of interest.

Example: A civil servant who refuses bribes and follows rules
strictly when awarding contracts demonstrates integrity.

2. Accountability

Accountability means that public officials are answerable for
their actions to citizens, elected representatives, and oversight
institutions.

Example: Government departments being audited by
constitutional bodies and questioned in legislative assemblies
reflect accountability in practice.
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3. Transparency

Transparency involves openness in decision-making and
easy access to information for citizens.

Example: Publishing budgets, tender details, and service
delivery timelines on government websites promotes transparent
administration.

4. Commitment to Public Interest

Public servants must prioritise collective welfare over
personal or sectional interests.

Example: Designing welfare schemes for marginalised groups,
even when politically challengingy reflects commitment to the
public interest.

4.3.5.1 Importance of Oxganisational Ethics in
Public Administration

Organisational ethics plays a crucial role in strengthening the
functioning and eredibility of public institutions.
1. Prevention of Corruption and Misuse of Authority

Strong ethical standards discourage bribery, favouritism, and
abuse of power by clearly defining acceptable behaviour.

Example: Codes of conduct and vigilance mechanisms help
detect and prevent corrupt practices within departments.
2. Enhancement of Public Confidence

When public institutions act ethically, citizens develop trust
in government policies and administrative decisions.

Example: Fair and transparent recruitment processes increase
public faith in the civil services system.

3. Reduction of Stress and Moral Dilemmas Among-
Employees

Clear ethical guidelines help employees make decisions
confidently, reducing confusion and moral conflict.
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< » Organisational .ethics>

Example: Whistle-blower protection policies encourage
employees to report wrongdoing without fear, reducing ethical
stress.

4.3.5.2 Role of Ethical Frameworks

The Transparency International Corruption Perceptions
Index (2023) highlights that countries with strong ethical
frameworks, transparency measures, and accountability
mechanisms  experience significantly lower levels of
administrative corruption. This underscores the importance of
embedding ethics into organisational culture rather than treating
it as a mere formality.

Organisational ethics is a c@rnerstone of effective public
administration. By promoting  hintegrity, accountability,
transparency, and commitment to" public interest, ethical
organisations not only prevent corruption but also strengthen
democratic governance and public trust. In the long run, ethical
administration léads to more stable, efficient, and citizen-
oriented goverhiance systems:

Case Study: Central Vigilance Commission (India)

The Central Vigilance Commission (CVC) was established to
sttengthen‘ethical oversight and promote integrity within public
organisations inIndia. It serves as an apex vigilance institution
responsibles™for monitoring corruption-related issues and
réinforcing ethical standards across government departments
and public sector undertakings.

Background and Purpose

Before the establishment of the CVC, vigilance mechanisms
within government organisations were fragmented and
often ineffective. Rising concerns over corruption, misuse of
authority, and lack of accountability highlighted the need for
a central, independent body to guide and supervise vigilance
administration. The creation of the CVC marked a significant
step towards the institutionalisation of ethics in public
administration.

Key Ethical Oversight Functions

The Central Vigilance Commission strengthened
organisational ethics through the following measures:
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1. Preventive Vigilance

Preventive vigilance focuses on identifying systemic
weaknesses and corruption-prone areas within organisations
before misconduct occurs. The CVCissues guidelines to simplify
procedures, reduce discretion, and improve transparency.

Example: Recommendations for transparent procurement
systems and rotation of sensitive posts help minimise
opportunities for corruption.

2. Ethics Awareness Programmes

The CVC actively promotes ethical values by conducting
vigilance awareness campaigns, training programmes, and
workshops for public officials.

Example: Vigilance Awareness Week\is observed annually
to sensitise employees and citizens about integrity, ethical
conduct, and zero teléfance foreorruption.

3. Whistle-Blower Protection

The s€ommission plays a crucial role in safeguarding
indiwiduals whe report eorruption or unethical practices, thereby
encouraging ethical courage within organisations.
Example: Protection mechanisms for whistle-blowers help
employees report wrongdoing without fear of victimisation,
strengthening internal accountability.
Impact on Organisational Accountability

The institutionalisation of vigilance mechanisms under the

CVC has significantly improved organisational accountability
by:

a. Strengthening oversight of administrative actions

b. Promoting ethical decision-making among public offi-
cials

c. Reducing corruption risks through preventive measures

d. Enhancing public trust in government institutions
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» Shared values, -
beliefs, norms,
symbols, and
everyday practices

The Central Vigilance Commission case demonstrates
how a dedicated ethical oversight body can embed values of
integrity and accountability within public organisations. By
combining preventive vigilance, ethics education, and whistle-
blower protection, the CVC has contributed to creating a more
transparent and ethically responsible public administration
system in India.

4.3.6 Concept of Organisational Culture

Organisational culture refers to the shared values, beliefs,
norms, symbols, and everyday practices that shape how members
of an organisation think, behave, and interact. It represents the
personality of an organisation and influences not only formal
rules and procedures but also infermal behaviour, attitudes, and
work ethics. In public administration, organisational culture
plays a decisive role in determining administrative effectiveness,
service quality, and publi¢itrust.

According toEdgar Schem,yorganisational culture is “a
pattern of shated basic assumptions learned by a group as
it solves its problems of ‘external adaptation and internal
integration.”

This definition emphasises that organisational culture:

a.. Develops gradually through shared experiences

b. “Becomes deeply embedded over time

c.. | Operates largely at a subconscious level

d. Strongly influences behaviour even more than formal

rules

4.3.6.1 Components of Organisational Culture

Organisational culture 1s expressed through several
interconnected elements that guide behaviour within an
organisation. Each component plays a crucial role in shaping
how public organisations function and deliver services.

1. Shared Values and Beliefs

Shared values and beliefs refer to the common ideas within an
organisation about what is important, desirable, and acceptable.
These values act as guiding principles for decision-making
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and behaviour, influencing how employees prioritise tasks and
interpret rules.

Example: In public administration, values such as integrity,
impartiality, service to citizens, and respect for the rule of law
shape officials’ conduct. An organisation that strongly values
public service may prioritise citizen welfare over procedural
convenience.

2. Norms and Unwritten Rules

Norms and unwritten rules are informal expectations that
influence daily behaviour, even though they are not officially
documented. These norms often develop over time through
shared experiences and become powerful regulators of conduct.

Example: An unwritten rule that files, should not be delayed
beyond a certain period, even if not formally stated, encourages
timely decision-making. Conversely,, a norm of avoiding
responsibility may lead toiexcessivefile movement and delays.

3. Work Habits and Routines

Waork habits andyroutifies refer to the established ways of
performing taSks within an organisation. They reflect “how
things are wsually done” and provide stability and predictability
in administrative functioning.

Example: Regular staff meetings, fixed office hours, and
standard operating procedures for processing applications
represent work routines. While such habits ensure consistency,
everly rigid routines may hinder innovation and responsiveness.

4. Communication Patterns and Leadership Styles

Communication patterns and leadership styles determine
how information flows and how authority is exercised
within an organisation. They influence employee motivation,
coordination, and trust.

Example: In a hierarchical culture, communication tends to
flow from top to bottom with limited feedback, whereas in an
open and participatory culture, leaders encourage dialogue,
feedback, and collaborative problem-solving. Leadership styles
that promote transparency and consultation often result in
higher employee morale and better service delivery.

o

SGOU - SLM - MA Public Administration - Organizational Behaviour 301




Together, these components shape the organisational
environment and influence behaviour more powerfully than
formal rules alone. In public administration, nurturing positive
values, constructive norms, effective work routines, and open
communication is essential for building efficient, ethical, and
citizen-oriented organisations.

4.3.6.2 Influence of Organisational Culture in
Public Administration

Organisational culture significantly affects administrative
behaviour and outcomes in the following ways:

1. Decision-Making Styles

Culture determines whether deeision-making is centralised
or participatory, rigid or flexible, and rule-bound or innovation-
oriented.

Example: A hierarchical'culture éncourages strict adherence to
rules and top-down decision-making, whereas a participatory
culture prometes consultation, teamwork, and shared
responsibility in policy implementation.

2./ AttitudeTowards Citizens

The cultural orientation of an organisation shapes how
citizens arewiewed either as passive recipients of services or as
active stakeholders in governance.

Example: A service-oriented culture treats citizens as clients
whose needs must be addressed efficiently and respectfully,
while a bureaucratic culture may prioritise procedures over
public convenience.

3. Acceptance or Resistance to Change

Organisational culture strongly influences how employees
respond to reforms, technological upgrades, and innovation.

Example: Organisations with a learning-oriented and adaptive
culture are more open to digital governance reforms, while rigid
and tradition-bound cultures often resist change due to fear of
uncertainty or loss of control.
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In public administration, organisational culture must strike a
balance between:

» Discipline and flexibility
* Rule compliance and innovation

* Authority and empathy

A positive organisational culture promotes ethical conduct,
accountability, teamwork, and citizen-centric governance. In
contrast, a negative culture can result in inefficiency, excessive
red tape, low morale, and resistance to reform.

Organisational culture is a powerful yet often invisible force
shaping public administration. Understanding and consciously
shaping organisational culturé yis essential for improving
decision-making, enhancing citizen satisfaction, and ensuring
the successful implementation of administrative reforms.

4.3.6.3 Role of €ulture in Organisational Change

Organisational culture plays a decisive role in determining
the success or failure of organisational change. Since culture
shapes_attitudes, beliefs, and behaviour, it directly influences
howfemployees pereceive, accept, or resist change initiatives.
In/public administration, where procedures and traditions are
deeply rooted, culture becomes a critical factor in reform efforts.

1..Culture as a Facilitator of Organisational Change

A positive and adaptive organisational culture can promote
and'support change by encouraging innovation, learning, and
openness.

a. Cultures that value flexibility, experimentation, and con-
tinuous improvement make employees more willing to
adopt new technologies and work practices.

b. Openness to ideas and participatory decision-mak-
ing helps reduce fear and uncertainty associated with
change.

c. Trust-based cultures encourage employees to view
change as an opportunity rather than a threat.
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Example: Public organisations with a learning-oriented culture
are more receptive to e-governance reforms, capacity-building
programmes, and performance-based management systems.

2. Culture as a Source of Resistance to Change

Conversely, organisational culture can resist change when it
is rigid, hierarchical, and tradition-bound.

a. Strong attachment to established routines creates reluc-
tance to abandon familiar practices.

b. Fear of loss of authority, status, or job security often re-
inforces resistance.

c. Overemphasis on rules and precedures discourages inno-
vation and risk-taking.

Example: Employees accustomed to manual, paper-based
processes may resist digitalisation due to lack of skills or fear
of increased acc€ountability,

3. Bureaucratie Culture and Organisational Change

A bureaucratic culture, common in public administration,
emphasises( hierarchy, rule compliance, standardisation, and
stability. While such a culture ensures order, predictability, and
contmuity, it.often slows reform initiatives.

a. | Excessive procedural rigidity can delay decision-mak-
ing.

b. Innovation may be discouraged due to fear of rule vio-
lations.

c. Change efforts may face passive resistance rather than
open opposition.

However, bureaucratic culture does not need to be eliminated.
Instead, it must be consciously transformed by blending stability
with adaptability.

4. Managing Culture for Successful Change

For organisational change to succeed, leaders must actively
address cultural factors by:

304

SGOU - SLM - MA Public Administration - Organizational Behaviour m




» Varies across
institutions

a. Promoting shared vision and clear communication

b. Encouraging participation and employee involvement

c. Providing training and capacity building

d. Reinforcing new values through incentives and leader-
ship example

Organisational culture can either enable or obstruct change.
While adaptive cultures facilitate reform, rigid bureaucratic
cultures often resist it. Therefore, successful organisational
change in public administration requires deliberate cultural
transformation, ensuring stability while actively encouraging
innovation and responsiveness.

4.3.6.4 Types of OrganisationahCulture

Organisational culture varies across institutions depending
on their goals,#Structure, “and efivironment. In public
administration /different organisational cultures influence how
work is performed, how decisions are made, and how reforms
are implemented. The major types of organisational culture are
explained below.

1./ Bureauecratic Culture

Characteristics

a. » Rule-bound behaviour
bl Hierarchical control and authority
c¢. Formal communication channels

d. Emphasis on procedures and compliance

Example: Traditional government departments operating
strictly under civil service rules, where decisions move through
well-defined hierarchical levels.

Merits

a. Ensures stability, uniformity, and predictability
b. Reduces arbitrariness in decision-making

c. Maintains administrative continuity

@ SGOU - SLM - MA Public Administration - Organizational Behaviour 305




Limitations

Resistant to innovation and change
Slow decision-making

Excessive red tape may reduce efficiency and citizen sat-
isfaction

2. Clan Culture

Characteristics
a. Strong emphasis on teamwork
b. Shared values and mutual trust
c. Informal communication
d. Strong interpersonal relationships

Example: Local self-government institutions that work closely
with communitiesgg@n€ouraging, participation and cooperation
among officialsfand citizens:

Merits
al  High employee commitment and morale
b. Better coprdination and collaboration
c._nEncourages participatory governance
Limitations
al Risk of favouritism or lack of objectivity
b. May reduce emphasis on performance measurement

3. Market-Oriented Culture

Characteristics
a. Strong focus on performance and results
b. Target and outcome orientation
c. Efficiency and competitiveness
d. Accountability for outputs

Example: Public sector undertakings adopting performance-
based appraisal systems and result-oriented management
practices.
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Merits

a. Improves efficiency and productivity
b. Encourages accountability and goal achievement
c. Aligns organisational objectives with outcomes

Limitations

a. Overemphasis on targets may ignore social objectives
b. Risk of stress and unhealthy competition among em-
ployees
4. Innovative (Adhocracy) Culture

Characteristics

a. Flexibility and adaptability
b. Willingness to take risks
c. Encouragement of ¢reativity and innovation

d. Openngss to experimentation

Examplé:y Technology-driven government agencies implem-
entifig smart governance and digital service delivery initiatives.

Merits

a. Promotes innovation and reform
b.)  Enhances adaptability to changing environments
€. Supports modernisation and digital governance

Limitations

a. Risk of instability and lack of standardisation

b. Requires high skill levels and strong leadership

Each type of organisational culture has its strengths and
limitations. In public administration, an effective organisation
often combines elements of different cultures, maintaining
bureaucratic stability while fostering innovation, teamwork,
and performance orientation to achieve responsive and citizen-
centric governance.
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» Continuous and
deliberate process

4 3.7 Creating and Sustaining Organisational Culture

Creating and sustaining organisational culture is a continuous
and deliberate process. In public administration, culture must be
consciously nurtured to promote ethical conduct, accountability,
professionalism, and citizen-centric governance. The following
mechanisms play a key role in shaping and sustaining
organisational culture.

4.3.7.1 Leadership Role

Leadership is the most influential factor in shaping
organisational culture. Leaders transmit values and norms
through what they say, do, and prioritise.

Leaders shape culture through:

a. Vision: Clearly articulating organisational goals, values,
and purpose

b. Behavioural modelling: Demonstrating desired be-
haviour'through personal example

¢/ Decision-making patterns: Showing fairness, transpar-
encysand consistency in decisions

Ethical leadership strengthens a positive organisational
culture” byssetting high moral standards and building trust
among employees.

Example: A senior public official who follows rules strictly,
freats subordinates fairly, and prioritises public interest
reinforces a culture of integrity and accountability.

4.3.7.2 Recruitment and Socialisation
Recruitment and socialisation processes ensure that

individuals fit into and reinforce organisational culture.

a. Selecting candidates whose values align with organisa-
tional goals

b. Training and orientation programmes that familiarise
recruits with ethical standards, norms, and expected be-
haviour
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c. Mentoring and peer learning that transmit institutional
values

Example: Civil services training academies emphasise values
such as neutrality, integrity, impartiality, discipline, and
commitment to public service, helping new entrants internalise
the ethos of public administration.

4.3.7.3 Reward and Performance Systems
Reward and performance management systems play a crucial
role in reinforcing desired cultural values.
a. Linking promotions, incentives, and recognition to ethi-
cal conduct and performance
b. Penalising unethical behaviouriand rule violations
c. Encouraging teamwotk, innovation, and accountability

When employges see that ethicaldbehaviour is rewarded and
misconduct is punished, organisational culture is strengthened.

Example: Recognising officers for integrity, innovation, or
exemplary public'servie€ encourages others to adopt similar
behaviour.

4.3.7:4 Communication and Symbols

Communication and symbolic elements help reinforce shared
valugs and organisational identity.

a. Mission statements clarify organisational purpose and
values

b. Codes of conduct define acceptable behaviour and ethi-
cal standards

c. Organisational rituals and symbols reinforce tradition
and collective identity

Example: Oaths of office, observance of integrity pledges, and
public display of mission statements serve as constant reminders
of organisational values.

Creating and sustaining organisational culture requires
consistent leadership, value-based recruitment, effective reward
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systems, and clear communication. In public administration, a
strong and ethical organisational culture enhances efficiency,
public trust, and long-term institutional effectiveness.

4.3.7.5 Managing Cultural Change

Managing cultural change is one of the most challenging
aspects of organisational reform, particularly in public
administration, where traditions, routines, and established
values are deeply entrenched. Since organisational culture is
built over time, cultural change must be approached carefully,
systematically, and sensitively.

Requirements for Managing Cultural Change

1. Gradual Implementation

Cultural change shouldibe introduced incrementally rather
than abruptly. Sudden and radical shifts can create confusion,
anxiety, and resistance ameng employees.

* Gradual change allows employees time to understand,
accept, and internalise new values

»  Pilot ptejects and phased implementation help test re-
forms before full-scale adoption

Example: Intsoducing digital governance in phases—starting
with selected departments—helps employees adjust gradually
to new work practices.

2. Fmployee Participation

Employee involvement is essential for successful cultural
change. When employees participate in planning and
implementation, they develop a sense of ownership and
commitment.

a. Participation reduces fear and resistance
b. Feedback mechanisms help refine change initiatives
c. Collective problem-solving builds trust

Example: Consulting staff while redesigning workflows or
introducing performance reforms increases acceptance and
cooperation.
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» Poorly planned-
or inadequately
managed change

3. Continuous Reinforcement

Cultural change must be reinforced consistently over time to
prevent regression to old habits.

a. Training and capacity-building programmes reinforce
new values

b. Leadership behaviour must consistently reflect the de-
sired culture

c. Reward systems should support and sustain new norms

Example: Regular ethics training, performance reviews, and
recognition of positive behaviour help institutionalise cultural
change.

4. Challenges of Abrupt Cultural Change

Abrupt or poorly:managed cultural ¢hange often leads to:

a. Employee resistance and low morale
b. Stress and uncertainty

cd Decling in performance and service quality

Therefote, cultural change should be seen as a long-term
process rather than a one-time intervention.

Effective management of cultural change requires gradual
implementation, active employee participation, and continuous
reinforcement. In public administration, the sensitive handling
of cultural change ensures stability while enabling innovation,
ultimately leading to sustainable, meaningful organisational
transformation.

4.3.8 Organisational Change and Stress: A Link

Organisational change and employee stress are closely
interconnected, particularly in public administration, where
changes often affect job roles, authority structures, and long-
established work routines. While change is necessary for
organisational improvement, poorly planned or inadequately
managed change can significantly increase stress among
employees and negatively affect performance.

{3

SGOU - SLM - MA Public Administration - Organizational Behaviour 311




4.3.8.1 How Organisational Change Creates Stress

When organisational change is introduced without proper
communication, support, or planning, it may lead to the
following stress-inducing factors:

1. Job Insecurity

Change initiatives such as restructuring, digitalisation,
or performance reforms can create fear of job loss, reduced
relevance, or diminished status among employees.

Example: Automation of clerical tasks may cause anxiety
among staff who fear redundancy or skill obsolescence.

2. Role Ambiguity

Organisational changg, often alters roles, responsibilities,
and reporting relationships.yIf these changes are not clearly
communicated, employees mayexperiénce confusion regarding
expectations and authority.

Example: During departmental restructuring, unclear job
descriptions can sesult ifi overlapping responsibilities and
uncertainty.

3. Emotional Stress

Change “disrupts familiar routines and comfort zones,
leading to anxiety, frustration, and resistance, especially when
employees feel excluded from the process.

Example: Rapid implementation of new technologies without
adequate training can lead to frustration and lowered self-
confidence.

4.3.8.2 Reducing Stress Through Effective Change
Management

Stress associated with organisational change can be
significantly reduced through participative and ethical change
processes:

a. Employee participation in decision-making increases
ownership and acceptance
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b. Transparent communication reduces uncertainty and ru-
mours

c. Training and capacity building enhance confidence and
competence

d. Ethical leadership builds trust and reassures employees

When employees perceive change as fair, necessary, and
inclusive, resistance declines and cooperation increases.

Organisational change and stress are inseparable, but stress is
not an inevitable outcome. Poorly managed change intensifies
job insecurity, role ambiguity, and emotional strain. In contrast,
participative, transparent, and ethically guided change processes
reduce stress, improve acceptance, and enable smoother
organisational transformation, espeeially in the public sector.

Organisational change 1§%a necessary response to evolving
administrative, techmological, and so€ial demands. In public
administration,hange mustbe ethically grounded and culturally
sensitive to ensure sustainability. Organisational ethics provide
the moral foundation for change, while organisational culture
determin@srits suceess or failure. Understanding different types
of ctilture and strategies for creating and sustaining them equips
public administrators to manage reforms effectively, reduce
stress, and enhance public service delivery.

sSummarized Overview

~

This unit examines the ceficept and nature of organisational change with special
reference to public administration. It explains the meaning of change and organisational
change, highlighting their inevitability in a dynamic administrative environment. The unit
discusses the need for organisational change arising from technological advancements,
political shifts, social demands, and global influences. It introduces Kurt Lewin’s three-
stage model of change, such as unfreezing, changing, and refreezing, as a framework
for managing planned change effectively. The unit also explores organisational ethics
and organisational culture, explaining their concepts, components, and importance in
public administration. Different types of organisational culture, such as bureaucratic,
clan, market-oriented, and innovative cultures, are analysed along with strategies for
creating and sustaining a positive culture. Finally, the unit highlights the link between
organisational change and stress, emphasising the need for ethical, participative, and
kculturally sensitive change management. /
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Self-Assessment

—:

\

Define organisational change and explain its significance in public administra-
tion.
2. Discuss the major factors necessitating organisational change in public organi-
sations.
3. Explain Kurt Lewin’s three-stage model of organisational change with suitable
examples.
4. Examine the role of organisational culture in facilitating or resisting change.
k 5. Analyse the relationship between organisational change and employee stress. /
Assignments
/ 1. Analyse a public sector reform initiafive and evaluate’how organisational change
was managed.
2. Identify the dominant organisational‘culture in.a public organisation and assess its
impact on change.
3. Design a step-by-step'€hange management strategy for implementing e-gover-
nance in a department.
4. Examine how ethical frameworks influence decision-making during organisation-
al change.
5. Assess how organisational change can create stress among employees and suggest
\ stress-reduction measures. /
Reference
/ 1. Denhardt, R. B., & Denhardt, J. V. (2015). Public administration: An action ori—\
entation. Cengage Learning.
2. Lewin, K. (1951). Field theory in social science. Harper & Row.
3. OECD. (2022). Public governance reform. OECD Publishing.
\ 4. Peters, B. G. (2019). The politics of bureaucracy. Routledge. /
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5. Robbins, S. P., & Judge, T. A. (2022). Organizational behavior (18th ed.). Pear-

son.
Suggested Reading
/ 1. Schein, E. H. (2017). Organizational culture and leadership. Wiley. \

2. Sharma, M. P., & Sadana, B. L. (2018). Public administration in theory and
practice. Kitab Mahal.

3. Transparency International. (2023). Corruption perceptions index.

4. World Bank. (2021). Government effectiveness anddeform.

K 5. Yukl, G. (2013). Leadership in organizations. Pearson. /

Space for Learner Engagement foriObjective Questions

Learners are encouraged to develop objective questions based on the content in the
paragraph as a sign of their comprehefision of the content. The Learners may reflect on the
recap bullets and relate their undérstandingawith the narrative in order to frame objective
questions from the given text. The UniverSity expects that 1 - 2 questions are developed for
each paragraph. The space given below can be used for listing the questions.
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QP CODE: .....ccovve

SREENARAYANAGURU OPEN UNIVERSITY

REG.NO: ...

NAME: ...

FOURTH SEMESTER MASTER OF PUBLIC ADMINISTRATION DEGREE EXAMINATION

DISCIPLINE SPECIFIC ELECTIVE COURSE
M23PAOSDE - ORGANISATIONAL BEHAVIOUR

MODEL QUESTION PAPER — SET 1

Time: 3 Hours

Max Marks: 70

SECTION A

Answer any ten questions in a word or a sentence.. Each question carries one mark.

—_—

A e S N

e e e e T
n A~ W DD = O

Define Organisational Behaviour.

What is meant by interdisciplinary nature of OB?

What is hierarchy?

What is decentralisation?
What is perception?
Define attitude.

What is group dynamics?
What is communication?

What is personality?

. Name one determinant of personality.
. What is ‘Ego’ in personality theory?

. Define authority.

. What is delegation?

. What is stress?

. What is organisational culture?

(10X1 = 10 Marks)
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16.
17.
18.
19.
20.
21.
22.
23.
24.
25.

26.
27.
28.
29.
30.
31.
32.
33.

SECTION B

Answer any five questions in two or three sentences. Each question carries two
marks.

(5X2 =10 Marks)

State the significance of Organisational Behaviour.

Explain the scope of OB.

What is decision-making in organisations?

What are barriers to communication?

Explain the importance of teamwork.

What are the determinants of personality?

Explain the contributions of Carl Jung and Alfred Adler to personality theory.
What is delegation of authority?

What are types of stress?

What is organisational change?

SECTION C
Answer any five questions i one paragraph. Each question carries four marks.

(5X4 =20 Marks)

Explain the natuge of Organisational Behaviour.
Discuss the interdiseiplinary nature of OB.
Explain group behaviour and its importance.
Describe types of communication in organisations.
Explain determinants of personality.

Describe ego states in personality theory.

Explain stress management strategies.

Discuss organisational culture and ethics.
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SECTION D
Answer any three questions in two pages. Each question carries ten marks.

(3X10 =30 Marks)

34. Analyse the significance of Organisational Behaviour in improving administrative effi-
ciency.

35. Critically analyse the role of perception and attitudes in decision-making.
36. Discuss the importance of leadership and teamwork in organisational effectiveness.

37. Evaluate the contribution of personality theories in understanding human behaviour in
organisations.

38. Analyse the role of authority and delegation in administration.

39. Examine the importance of organisational culture and changein modern governance.
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NAME: ...

FOURTH SEMESTER MASTER OF PUBLIC ADMINISTRATION DEGREE EXAMINATION
DISCIPLINE SPECIFIC ELECTIVE COURSE

M23PAOSDE - ORGANISATIONAL BEHAVIOUR

MODEL QUESTION PAPER — SET 2
Time: 3 Hours Max Marks: 70

SECTION A
Answer any ten questions in a word or a sentence.” Each question carries one mark.

(10X1 = 10 Marks)

—_—

What is organisational effectiveness?
Name one discipline contributing to OB.
What is line organisation?

What is staff authority?

What is decision-making?

Define job satistactions

What is informal communication?

What is non-verbal communication?

A e A T

Define personality traits.

—_
o

. Name any one determinants of personality.

—
—

. What is ‘Id’ in psychoanalytical theory?

—_
[\

. What is responsibility in administration?

—_
98]

. What is work stress?

_
N

. Define organisational ethics.

—_
9]

. What is organisational change?
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16.
17.
18.
19.
20.
21.
22.
23.
24.
25.

26.
27.
28.
29.
30.
31.
32.
33.

SECTION B

Answer any five questions in two or three sentences. Each question carries two
marks.

(5X2 =10 Marks)

Explain the importance of OB in improving productivity.
What is the evolution of Organisational Behaviour?
What is the role of perception in behaviour?

What is grapevine communication?

What are the features of group dynamics?

Explain the role of society in personality development.
What are ego states in Transactional Analysis?

What are types of authority?

What are stages of stress?

What is organisational culture?

SECTION C
Answer any five questions in one paragraphsEach question carries four marks.

(5X4 = 20 Marks)

Discuss the evolution of Organisational Behaviour.

Explain the significane€ of OB in public administration.
Explain attitudes and job satisfaction.

Describe barriers to effective communication.

Discuss different types of personality.

Explain the contributions of Eric Berne in personality theory.
Explain types of stress and their impact.

Discuss organisational change and its importance.
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SECTION D
Answer any three questions in two pages. Each question carries ten marks.

(3X10 =30 Marks)

34. Analyse the interdisciplinary nature of Organisational Behaviour and its relevance in
administration.

35. Critically evaluate the role of communication systems in organisational effectiveness.
36. Analyse the importance of leadership models in managing group behaviour.

37. Examine the role of psychoanalytical theories in understanding human personality.
38. Evaluate the importance of stress management strategies in organisations.

39. Analyse the role of organisational culture and ethics in shaping administrative behaviour.
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