
I MBA- ORGANIZATIONAL BEHAVIOUR 

UNIT I 

Lesson-1 

Evolution of Organizational Behavior--Nature of Organizational Behavior 

Learning Objectives 

• To define organizational behavior 

• To identify major challenges and opportunities for managers to use OB concepts 

• To identify the contributions made by major behavioral science disciplines to OB 

• To explain various approaches to the study of OB 

• To identify and explain the OB model 

Evolution of Organizational Behavior 

Let us try to understand term organizational behavior. Organizational behavior-- it is 

made out of two words “organization” and “behavior.” 

What is an organization? 

We can define the term organization as two or more individuals who are interacting 

with each other within a deliberately structured set up and working in an 

interdependent way to achieve some common objective/s. 

Organizations play a major role in our lives. We possibly cannot think of a single 

moment in our lives when we are not depending on organizations in some form or the 

other. Right from the public transport that you use to come to your institute, the 

institutes itself, the class you are attending at this moment, are all examples of 

organizations. 

What is Behavior? 

Is it the behavior of Organization or the Behavior of the people who are working in 

the organization? 
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It is the behavior of the people working in an organization to achieve common goals 

or objectives. Organization comprises of people with different attitudes, cultures, 

beliefs, norms and values. 

So let us understand organizational behavior and what it exactly it means. 

“Organizational Behavior” can be defined as the study of what people think, feel, and 

do in and around organizations. The study of Organizational Behavior facilitates the 

process of explaining, understanding, predicting, maintaining, and changing employee 

behavior in an organizational setting. 

The value of organizational behavior is that it isolates important aspects of the 

manager’s job and offers specific perspective on the human side of management: 

• People as organizations, 

• People as resources, 

• People as people 

In other words, it involves the understanding, prediction and control of human 

behavior and factors affecting their performance and interaction among the 

organizational members. And because organizational behavior is concerned 

specifically with employment – related situations, you should not be surprised to find 

that it emphasizes behavior as related to concerns such as jobs, work, absenteeism, 

employment turnover, productivity, human performance and management 

Nature of Organizational Behavior (OB) 

Organizational behavior is an applied behavioral science that is built on contributions 

from a number of behavioral disciplines such as psychology, sociology, social 

psychology, anthropology and economics. 

So now students lets see how these disciplines are related to organizational behavior, 

• Psychology 
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Psychology is the study of human behavior which tries to identify the characteristics 

of individuals and provides an understanding why an individual behaves in a 

particular way. This thus provides us with useful insight into areas such as human 

motivation, perceptual processes or personality characteristics. 

• Sociology 

Sociology is the study of social behavior, relationships among social groups and 

societies, and the maintenance of social order. The main focus of attention is on the 

social system. This helps us to appreciate the functioning of individuals within the 

organization which is essentially a socio-technical entity. 

• Social psychology 

Social psychology is the study of human behavior in the context of social situations. 

This essentially addresses the problem of understanding the typical behavioral 

patterns to be expected from an individual when he takes part in a group. 

• Anthropology 

Anthropology is the science of mankind and the study of human behavior as a whole. 

The main focus of attention is on the cultural system, beliefs, customs, ideas and 

values within a group or society and the comparison of behavior among different 

cultures. In the context of today’s organizational scenario. It is very important to 

appreciate the differences that exist among people coming from different cultural 

backgrounds as people are often found to work with others from the other side of the 

globe. 

• Economics 

Any organization to survive and sustain must be aware of the economic viability of 

their effort. This applies even to the non-profit and voluntary organizations as well. 

• Political Science 
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Although frequently overlooked, the contributions of political scientists are significant 

to the understand arrangement in organizations. It studies individuals and groups 

within specific conditions concerning the power dynamics. Important topics under 

here include structuring of conflict, allocation of power and how people manipulate 

power for individual self-interest etc. 

The following figure depicts to highlight the interdisciplinary nature of organizational 

behavior. 

Lesson-2 

Historical Development of Organization Behavior 

Management Thought and Classical Administration Theory 

In the past lesson we studied the basic concept of organizational behavior. Now let us 

try to trace the evolution of management. Though the practice of management can 

definitely be traced back to ancient time say, during the era of building huge 

structures like pyramids in Egypt or temples in India or the churches, but the formal 

discipline of management as we find it today evolved only during the later part of 

nineteenth century. After completing this lesson, you will be able to learn the 

following schools of management: 

• Scientific management 

• Classical administration 

• The human relations approach 

• The systems approach 

• The contingency approach 

Scientific Management 

Frederick Taylor (1865-1915) was among the first to argue that management should 

be based on the following principle instead of depending on more or less hazy ideas: 

http://civilsoftwares.com/anna-university-mba-1st-2nd-3rd-semester-question-papers-subject-notes/


• Well-matched 

• Clearly defined 

• Fixed principles 

He pioneered the “scientific management” movement which suggested that systematic 

analysis could indicate “accurate” methods, standards and timings for each operation 

in an organization's activities. The duty of management was to select, train and help 

workers to perform their jobs properly. The responsibility of workers was simply to 

accept the new methods and perform accordingly. 

The practical application of this approach was to break each job down into its smallest 

and simplest component pans or “motions”. Each single motion in effect became a 

separate, specialized job to be allocated to a separate worker. Workers were selected 

and trained to perform such Jobs in the most efficient way possible, eliminating all 

wasted motions or unnecessary physical movement. 

A summary of scientific management, in Taylor's own words, might be as follows. 

(a) The man who is fit to work at any particular trade is unable to understand the 

science of that trade without the kind help and co-operation of men of a totally 

different type of education. 

(b) It is one of the principles of scientific management to ask men to do things in 

the right way, to learn something new, to change their ways in accordance 

with the science and in return to receive an increase of from 30% to 100% in 

pay. 

An Appraisal of Scientific Management Today 

Alterations to poor work methods and inefficient movements are used today, both to 

increase productivity and to reduce physical strain on workers. However, it has now 

been recognized that performing only one 'motion' within a job is profoundly 
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unsatisfying to workers: operations need to be re-integrated into whole Jobs. It has 

also been ecognized that workers can and should take more responsibility for planning 

and decision-making in connection with their work, as we will see later in this 

chapter. 

Looking back on scientific management as an approach, Hicks writes: “by the end of 

the scientific management period, the worker had been reduced to the role of an 

impersonal cog in the machine of production. His work became more and more 

narrowly specialized until he had little appreciation for his contribution to the total 

product... Although very significant technological advances were made... the serious 

weakness of the scientific approach of management was that it de-humanized the 

organizational member who became a person without emotion and capable of being 

scientifically manipulated, just like machines.” 

Frederic Taylor's Five Principles of Management 

• Develop a science for each element of an individual's work 

• Scientifically select, train and develop the worker 

• Heartily cooperate with the workers 

• Divide work & responsibility equally between managers & workers 

• Improve production efficiency through work studies, tools, economic 

incentives 

Classical Administration Theory of Management 

Henri Fayol (1941-1925) was a French industrialist who put forward and popularized 

the concept of the “universality of management principles.” In other words, he 

advocated that all organizations could be structured and managed according to certain 

rational principles. Fayol himself recognized that applying such principles in practice 

was not simple: “Seldom do we have to apply the same principles twice in identical 
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conditions; Contribution must be made for different changing circumstances.” 

Among his principles of rational organization, however, were the following influential 

ideas. 

1. Division of work-- Dividing the work into small convenient components and 

giving each component to one employee. It encourages employees for 

continuous improvement in skills and the development of improvements in 

methods. 

2. Authority-- The right to give orders and the power to exact obedience. 

3. Discipline-- No slacking, bending of rules. 

4. Unity of command-- Each employee has one and only one boss. 

5. Unity of direction-- A single mind generates a single plan and all play their 

part in that plan. 

6. Subordination of individual interests-- When at work, only work things should 

be pursued or thought about. 

7. Remuneration-- Employees receive fair payment for services, not what the 

company can get away with. 

8. Centralization-- Consolidation of management functions. Decisions are made 

from the top. 

9. Scalar chain (line of authority)-- Formal chain of command running from top 

to bottom of the organization, like military 

10. Order-- All materials and personnel have a prescribed place, and they must 

remain there. 

11. Equity-- Equality of treatment (but not necessarily identical treatment) 

12. Personnel tenure-- Limited turnover of personnel. Lifetime employment for 

good workers. 
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13. Initiative-- Thinking out a plan and do what it takes to make it happen. 

14. Esprit de corps-- Harmony, cohesion among personnel. 

Out of the fourteen, the most important elements are specialization, unity of 

command, scalar chain, and, coordination by managers (an amalgamation of authority 

and unity of direction). 

An appraisal of classical administration 

Many organizations continued to be managed on the rational lines of classical theory. 

But such organizations have certain drawbacks. An organization structured on 

classical lines is often identified as a “bureaucracy.” While its formality, rationality 

and impersonality make it very stable and efficient in some respects, it has proved 

dysfunctional in other areas. A bureaucracy is stable partly because of its rigid 

adherence to its rules and procedures and the chain of command, but this rigidity also 

makes it: 

(a) Very slow to respond to customer/consumer demands 

(b) Very slow to respond to change in its business environment in terms of 

technology, competitors, new market trends. 

(c) Very slow to learn from its mistakes 

Human Relations Movement 

Human Relations Movement is a place where we will study the human relations 

school of management which was established after scientific management school. We 

will learn about the famous “Hawthorne studies” and great researchers like Sir Elton 

Mayo and his team of faculty colleagues from Harvard Business School. 

The fast-changing business environment of the late 20th century made it very difficult 

for classical organizations to compete. Flexibility and innovation began to challenge 

stability; diversity began to challenge “universal”, “one-size-fits-all” principles of 
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Management, multi-skilled project teams were seen to be more responsive to 

consumer demands than specialized, one-man-one-boss structures; the scalar chain of 

command was decimated by 'delayering' in response to economic recession and other 

forces. 

Nevertheless, classical thinking allowed practicing managers to step back and analyze 

their experience in order to produce principles and techniques for greater efficiency 

and effectiveness. This emphasis resulted from a famous set of experiments (the 

Hawthorne Studies) carried out by Mayo and his colleagues for the Western Electric 

Company in the USA. 

The company was using a group of girls as “guinea pigs” to assess the affect of 

lighting on productivity. They were amazed to find that productivity shot up, 

whatever they did with the lighting. Their conclusion was that “Management, by 

consultation with the girl workers, by clear explanation of the proposed experiments 

and the reasons for them, by accepting the workers verdict in several instances, 

unwittingly scored a success in two most important human matters - the girls became 

a self-governing team, and a learn that co-operated whole heartedly with 

management.” 

Human Relations Movement and Behaviorist Schools of Management 

The human relations movements actually started with the series of experiments 

conducted by George Elton Mayo, professor of Industrial Research at the Harvard 

Graduate School of Business and his colleagues at the Hawthorne plant of Western 

Electric Company. This company was a manufacturer of equipment for the Bell 

telephone system and at the time of the experiments, there was an acute problem of 

employee dissatisfaction at the plant. 

It was also quite evident that the employees were not producing up to their fullest 
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capability. This happened in spite of the fact that it was one of the most progressive 

companies with pension schemes, sickness benefit schemes, and numerous other 

facilities offered to its employees. The earlier attempts of the efficiency experts 

produced inconclusive findings. So the company sought help from the group of 

university professors to find a solution to the problem. The study continued for an 

extended period of time and had gone through various phases, which is briefly 

described here. 

• Phase I: Illumination Experiments 

• Phase II: Relay Assembly Test Room 

• Phase III: Interviewing Program 

• Phase IV: Bank Wiring Test Room 

Phase-I: Illumination Experiments 

In order to test the traditional belief that better illumination will lead to higher level of 

productivity, two groups of employees were selected. In one, the control group, the 

illumination remained unchanged throughout the experiment while in the other the 

illumination was increased. As had been expected, the productivity went up in the 

latter or what was known as the experimental group. But what baffled the 

experimenters was the fact that the output of the control group also went up. As the 

lighting in the formal group was not altered, the result was naturally puzzling and 

difficult to explain. The investigators then started to reduce the illumination for the 

test group. But in this case as well the output shoot up again. Thus the researchers had 

to conclude that illumination affected production only marginally and there must be 

some factor which produced this result. 

Phase-II: Relay Assembly Test Room 

In this phase, apart from illumination, possible effects of other factors such as length 
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of the working day, rest pauses and their duration and frequency and other physical 

conditions were probed. The researcher who was continuously present with the group 

to observe the functioning of the group acted as their friend and guide. Surprisingly, 

here also the researchers found that the production of the group had no relation with 

the working conditions. The outcome of the group went increasing at an all-time high 

even when all the improvements in the working conditions were withdrawn. Nobody 

in the group could suggest why this was so. Researchers then attributed this 

phenomenon to the following: 

• Feeling of perceived importance among the group members as they were 

chosen to participate in the experiment. 

• Good relationship among the group 

• High group cohesion. 

Phase III: Interviewing Program 

From the Relay Assembly Test Room, the researchers for the first time became aware 

about the existence of informal groups and the importance of social context of the 

organizational life. To probe deeper into this area in order to identify the factors 

responsible for human behavior, they interviewed more than 20,000 employees. The 

direct questioning was later replaced by non-directive type of interviewing. The study 

revealed that the workers’ social relationship inside the organizations has a significant 

influence on their attitude and behavior. It was also found that merely giving a person 

an opportunity to talk and air his grievances has a beneficial effect on his morale. 

Phase IV: Bank Wiring Test Room 

It had been discovered that social groups in an organization have considerable 

influence on the functioning of the individual members. Observers noted that in 

certain departments, output had been restricted by the workers in complete disregard 
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to the financial incentives offered by the organization. Mayo decided to investigate 

one such department which was known as the bank wiring room where there were 

fourteen men working on an assembly line. 

It was found that the group evolved its own production norms which were definitely 

much lower than that set by the authority. This was done deliberately by the group to 

protect the slow workers and because of the apprehension that if the pace of 

production were increased, a sizeable number of the workforce would eventually be 

redundant. The group norm was so strictly adhered to by most of the group members 

that nobody dared to violate it for the fear of being ostracized by the group. An 

individual who had emerged as the informal leader controlled the group. 

Thus the Hawthorne study pointed out the following: 

� The business organization is essentially a socio-technical entity where the process 

of social interactions among its members is also extremely important. 

� There is not necessarily a direct correspondence between working conditions and 

high production. 

� Economic motives are not the only motive for an employee. One’s social needs 

can also significantly affect their behavior. Employee-centered leaders always 

tend to be more effective than the task-oriented leaders. 

� The informal groups and not the individuals are the units of analysis in a group. 

Later on people like Douglas McGregor, Abraham Maslow, Kurt Lewin, Chester 

Bernard, Rensis Likert, Chris Argyris, Warren Bennis etc. from more formal behavior 

science background developed an approach which later came to be known as 

behavioral science approach. In the same line as in Human Relations movements, this 

school criticized the scientific management as being highly mechanistic and showing 

little respect to human nature. Behaviorists point out the superiority of more flexible 

http://civilsoftwares.com/anna-university-mba-1st-2nd-3rd-semester-question-papers-subject-notes/


organizational structure and employees’ self-imposed control over the strict external 

control, as suggested by the classical schools. 

However, the Human Relation movements and the Behaviorist Schools also had their 

share of criticisms. These are presented below. 

An appraisal of the Human Relation Approach 

� It is diagonally opposite to the classical schools. It focuses on the human side of 

the organization and certainly ignored other critical factors. 

� At times some hard decisions have to be taken in an organization and it is 

impractical to try to please every one all the time. 

� Though it is true that individuals do have other than economic motives, the 

importance of financial incentives cannot be ignored. 

� There is hardly any empirical support for the view ‘happy workers are more 

productive’, which seems to be the focal theme of this school. 

� This approach often puts an unrealistic demand on the managers and supervisors. 

Contingency theory 

The contingency approach to organization developed as a reaction to the idea that 

there are nothing like “One best way” for designing organizations, motivating staff 

and so on. The basic tenet of contingency theory can be put essentially as follows: 

appropriate management approach depends on situational factors faced by an 

organization 

Newer research indicated that different forms of organizational structure could be 

equally successful, that there was no inevitable-link between classical organization 

structures and effectiveness, and that there were a number of variables to be 

considered in the design of organizations and their style of management. 

Essentially, “it all depends' on the total strength and weakness of organization and 
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opportunities and threats which lies out in the environment of each organization.” 

Managers have to find a "best fit' between the demands of: 

(a) The tasks 

(b) The people 

(c) The environment 

In other word Manager should consider situation .We would note contingency 

approaches to various aspects of management as we proceed through this module. 

An appraisal of the contingency approach 

Management writer Tom Lupton noted that: 

It is of great important that managerial "style" or procedure for arriving at decisions, 

or one kind of organizational structure, is suitable for all organizations. Managers in 

each organization have to find that method which best meet the particular 

circumstances of size, technology, competitive situation and so on. 

Awareness of the contingency approach will be of value in: 

1. Encouraging managers to identify and define the particular circumstances of 

the situation they need to manage, and to devise and evaluate appropriate ways 

of handling them 

2. Encouraging responsiveness and flexibility to change. 

PPT: Evolution of Organization Behavior 

• Slide 1. Introduction to OB 

• Slide 2. Definition Of Organizational Behavior (OB) 

• Slide 3. Contributing disciplines to OB 

• Slide 4. Contributing disciplines to OB 

• Slide 5. OB Model 

• Slide 6. Scientific Management: its contribution 
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• Slide 8. Fayol’s principle: 

• Slide 9. Human Relations Movement: Contributions & criticisms 

• Slide 9. Contingency Approach 

Summary 

Key Terms 

• Organizational Behavior. The study of what people think, feel and do in and 

around organizations. 

• Psychology. The study of human behavior. 

• Sociology. The study of social behavior, relationships among social groups 

and societies, and the maintenance of social order. The main focus of attention 

is on the social system. 

• Anthropology. Anthropology is the science of mankind and the study of 

human behavior as a whole. 

• Individual behavior. The abilities and personal needs, motivation, personality 

characteristics, perceptual processes and judgments, at the individual level. 

• Group behavior. The way work groups behave within an organization. Every 

individual in an organization is a member of one or the other groups and 

groups influence the functioning of any organization significantly. 

• Scientific management. A management approach formulated by F. W. Taylor 

and others (1890-1930) that sought to determine scientifically the best 

methods for performing any task, and for selecting, training and motivating 

workers. 

• Administrative Science approach. An early attempt pioneered by Henri 

Fayol, to identify the principles and skills that underlie effective management. 

• Bureaucracy. Organizations with a legalized formal and hierarchical 
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structure; it also refers to the formal structural process within an organization. 

• Human relations approach. A school of management thought that focused 

on the human side of the organization. 

• Contingency Approach. The school of management that emphasizes the need 

of including the situational factors in deciding the best possible way of 

managing. 

• Systems Approach. This is a school of management thought that view the 

organization as a unified, directed system of interrelated parts. 

Organizational behavior –Case study 

Too nice to People 

John has graduated from the college of Business administration at State University 

and has joined his family’s small business, which employees twenty-five semi skilled 

workers. 

During the first week on the job, his dad called him in and said: “ John, I’ve had a 

chance to observe you working with the men and women for the past two days and, 

although I hate to, I feel I must say something. You are just too nice to people. I know 

they taught you that human relations stuff at the university, but it just doesn’t work 

here. I remember when we discussed the Hawthorne studies when I was in school and 

everybody at the university got all excited about them, there is more to managing 

people than just being nice to them. 

- If you were John how would you explain to your father the new 

perspective that is needed and how the study of organizational behavior 

will help the business be successful in the new Paradigm? 

Lesson-3 

Ability-- Nature and Types 
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Learning Objectives 

• To identify types of ability 

• To shape the behavior of others 

• To analyze the traditional and contemporary view of learning 

• To identify types of reinforcement 

• To distinguish between the four schedules of reinforcement 

• To clarify the role of punishment in learning 

• To practice self-management 

• To exhibit effective discipline skills 

• To explain the origin of personality 

• To explain the factors that determine an individual's personality 

• To describe the MBTI personality framework 

• To identify the key traits in the “big five” personality model 

• To explain the measures of personality 

• To explain the three basic components of attitude 

• To analyze the effect of job satisfaction on employee performance 

• To explain organizational commitment 

Individual and Physical Abilities 

Organizations comprises of people from different cultures. Thus, they get seriously 

affected by such individual qualities as ability, perception, learning and motivation. 

Individual Ability 

Organizational behavior is traditionally considered as the study of human behavior in the 

work place. According to this view, organizations representing collective entities of 

human actions and experiences are dependent upon the extent to which such 

actions/experiences are effectively coordinated. To understand human action, one needs 
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to have a fundamental understanding of human behaviors and the underlying stimuli. 

The behavior of individuals is influenced significantly by their abilities. The following 

figure presents the various individual factors affecting the final behavior of a person. 

Figure 3.1 Behavior of Individuals 

Ability 

It refers to an individual’s capacity to perform the various tasks in a job. An individual's 

overall abilities are essentially made up of the following factors: 

• Intellectual abilities 

• Physical abilities 

Different Types of Abilities 

Figure 3.2 Various types of abilities 

Intellectual Abilities 

Intellectual abilities are those which are needed to perform mental activities. Mental 

activities can be measured by intelligent quotient (IQ) tests that are designed to ascertain 

one's general mental abilities. These tests are a part of admission tests of management 

programs (GMAT, CAT etc.), law (LSAT), medical (MCAT) etc. Usually, these tests try 

to measure and evaluate one’s mental abilities on various academic areas pertaining to 

the success in the relevant courses, such as mathematics, English, general knowledge etc. 

It is believed that there are a few different dimensions of mental abilities. Some of the 

most frequently cited dimensions of intellectual capacities are as follows: 

1. Number aptitude (mathematics) 

2. Verbal comprehension (English) 

3. Perceptual speed 

4. Reasoning 

5. Deductive reasoning 
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6. Spatial visualization 

7. Memory 

Generally, the more information processing is required in a job, the more general 

intelligence and verbal abilities will be necessary to perform the job successfully. Of 

course, a high IQ is not a prerequisite for all. In fact, for many jobs in which employee 

behavior is highly routine and there are little or no opportunities to exercise discretion, a 

high IQ may be unrelated to performance. On the other hand, a careful review of the 

evidence demonstrates that tests that assess verbal, numerical, spatial and perceptual 

ability are valid predictors of job proficiency at all levels of jobs. Therefore, tests 

measuring specific dimensions of intelligence have been found to be strong predictors of 

future job performance. 

Different Types of Mental Abilities 

Sr. 

No. 

Dimension of 

Intellectual Abilities 

Description Job Example 

1 Number aptitude Ability to do speedy and accurate 

arithmetic 

Accountant 

2 Verbal 

communication 

Read, write and speaking ability Senior 

managers 

3 Perceptual Speed Identify similarities and differences 
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quickly and accurately 

Investigators 

4 Inductive reasoning Logical sequence drawing Market 

Researcher 

5 Deductive reasoning Ability to use logic and assess the 

implications of the argument 

Supervisors 

6 Spatial visualization Ability to imagine Interior 

decorator 

7 Memory Ability to retain and recall past 

experience 

Sales person 

remembering 

customer’s 

name 

Physical Abilities 

To the same degree that intellectual abilities play a larger role in complex jobs with 

demanding information processing requirements, specific physical abilities gain 

importance for successfully doing less skilled and more standardized jobs. For example, 

jobs in which success demands stamina, manual dexterity, leg strength or similar talents, 

require management to identify an employee's physical capabilities. 

Research on the requirements needed in hundreds of jobs has identified nine basic 

abilities involved in the performance of physical tasks. These are described in exhibit 3.2. 

Individuals differ in the extent to which they have each of these abilities. Surprisingly, 

there is also little relationship between them. A high score on one is no assurance of a 
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high score on others. High employee performance is likely to be achieved after the 

management has ascertained the extent to which a job requires each of the nine abilities, 

and then ensures employees in that job have those abilities. 

The specific intellectual or physical abilities required for adequate job performance 

depend on the ability requirements of the job. So, for example, airline pilots need strong 

spatial visualization abilities. Beach lifeguards need both strong spatial visualization 

abilities and body coordination. Senior managers need verbal abilities. High-rise 

construction workers need balance. Journalists with weak reasoning abilities would likely 

have difficulty meeting minimum job performance standards. 

What Predictions can we make when the Fit is Poor? 

If employees lack the required abilities, they are likely to fail. But when the ability-job fit 

is out of sync because the employee has abilities that far exceed the requirements of the 

job, our predictions would be very different. Job performance is likely to be adequate, but 

there will be organizational inefficiencies and possible declines in employee satisfaction. 

Given that pay tends to reflect the highest skill level that employees possess, if an 

employee's abilities far exceed those necessary to do the job, management will be paying 

more than it needs to. Abilities significantly above those required can also reduce the 

employee's job satisfaction when the employee's desire to use his or her abilities is 

particularly strong and is frustrated by the limitations of the job. 

Different Types of Physical Abilities 

Nine Basic Physical Abilities 

Strength Factor 

1 Dynamic Exerting muscular strength rapidly and repeatedly 

2 Trunk Exerting muscular strength rapidly and repeatedly using the 

trunk muscle 
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3 Static Exert force against external object 

4 Explosive Exert and expend all force in one or series of explosive acts 

Flexibility Factor 

5 Extent Ability to bend trunk and back muscle 

6 Dynamic Ability to bend trunk and back muscle rapidly and repeatedly 

Other Factor 

7 Body 

coordination 

Mind and body control 

8 Balance Ability to maintain equilibrium against external force 

9 Stamina Ability to exert force persistently 

Lesson-4 

Learning 

Learning Objectives 

• To know the basic nature of learning 

• To know the theories of learning 

• To know the application of learning principles in organizational context 

Definition of Learning 

According to Stephen Robbins, learning may be defined as any relatively permanent 

change in behavior that occurs as a result of experience. This definition is concerned with 

behavior. As behavior is a collection of related activities, so change in behavior results in 

change in activities which are responsible for the concerned changed behavior. 

The present definition of learning has several components that deserve clarification: 

1. Learning Involves Change 

Change may be good or bad from an organizational point of view. People can learn 



unfavorable behaviors to hold prejudices or to restrict their output, for example, as well 

as favorable behaviors. 

2. The Change should be Relatively Permanent 

Temporary changes may be only reflexive and fail to represent any learning. Therefore, 

the requirement that learning should be relatively permanent rules out behavioral changes 

caused by fatigue or temporary adaptations. 

3. Learning Involves Change in Behavior 

Learning takes place when there is a change in actions. We should depend on observation 

to see how much learning has occurred. For example, if a word processing operator who 

keyboarded 70 words a minute before taking a new training course can now keyboard 85 

words in a minute, we can infer that learning has occurred. 

We can say that a person has learned whenever changes in behavior of that person take 

place. In other words, we can say that changes in behavior indicate that learning has 

taken place. Similarly, no change in behavior indicates no learning has taken place. It 

should, however, be remembered that in certain types of learning, there are some periods 

of time that follow the learning during which there is no indication of apparent changes. 

This does not necessarily mean that no learning has taken place. These periods of no 

apparent change in behavior are called the “incubation periods,” where the assimilation 

and internalization of learning takes place. 

But, in a general way, we may say that in the process of learning, people behave in a 

changed way as a result of learning. Thus, we infer that learning has taken place if an 

individual behaves, reacts or responds as a result of experience in a manner different 

from the way he formerly behaved. 

Theories of Learning 

In order to explain the complex topic like human learning, various researchers have 



approached the problem from various perspectives. This has given rise to different 

theories of learning. Some of the most important theories of learning are as follows: 

• Classical conditioning 

• Operant conditioning 

• Social learning 

Traditional View-- Classical Conditioning 

To understand contemporary thinking of learning, we first need to be aware of its 

historical roots. Classical conditioning is a simple form of learning in which conditioned 

response is linked with an unconditioned stimulus. 

What do you do when you hear a bell ring? 

A teacher told this story on himself. When most teachers hear a bell, one of the first 

things they do is walk out into the hallway to be a monitor just to keep a watchful eye on 

the students. And this teacher had acquired such a habit that when he was at home and the 

doorbell rang, he would walk into a nearby hallway and "monitor" his family. For him, it 

was simply such a strong habit that he would produce the right behavior (going into the 

hall to monitor) at the wrong place (his own home). 

Classical conditioning, perhaps the oldest model of change, has several interesting 

applications to the classroom, ones you may have not thought about. 

Components of Classical Conditioning 

A Russian physiologist, Ivan Pavlov, conducted this experiment. A simple surgical 

procedure allowed Pavlov to measure accurately the amount of saliva secreted by a dog. 

When Pavlov presented the dog with a piece of meat, the dog exhibited a noticeable 

increase in salivation. 

When Pavlov withheld the presentation of meat and merely rang a bell, the dog did not 

salivate. 



Then, Pavlov proceeded to link the meat and the ringing of the bell. After repeatedly 

hearing the bell before getting the food, the dog began to salivate as soon as the bell rang. 

Fig 4.1 Classical Conditioning 

Consider a hungry dog that sees a bowl of food. Something like this might happen: 

Food ---> Salivation 

The dog is hungry, the dog sees the food, the dog salivates-- this is a natural sequence of 

events. It is an unconscious, uncontrolled, and unlearned relationship-- see the food, and 

then salivate. 

Now, because we are humans who have an insatiable curiosity, we experiment. When we 

present the food to the hungry dog (and before the dog salivates), we ring a bell. Thus, 

Bell with Food ---> Salivation 

We repeat this action (food and bell given simultaneously) at several meals. Every time 

the dog sees the food, the dog also hears the bell-- Ding-dong, Alpo. 

Now, because we are humans who like to play tricks on our pets, we do another 

experiment. We ring the bell (Ding-dong), but we don't show any food. What does the 

dog do? 

Bell ---> Salivate 

The bell elicits the same response as the sight of the food gets. Over repeated trials, the 

dog has learned to associate the bell with the food and now the bell has the power to 

produce the same response as the food. 

This is the essence of classical conditioning. It is really that simple. You start with two 

things that are already connected with each other (food and salivation). Then you add a 

Unconditioned Stimulus (US) 

(Food) Salivation 

Neutral Stimulus (NS) 



(Ringing of the bell) 

Picking up the ear etc., not 

salivation 

US + NS 

(Food and ringing of the bell 

together) 

Salivation 

NS 

third thing (bell) for several trials. Eventually, this third thing may become so strongly 

associated that it has the power to produce the old behavior. 

Now, where do we get the term “conditioning” from all this? Let us draw up a diagram 

with the official terminology. 

Food ---------------------> Salivation 

Unconditioned Stimulus ---> Unconditioned Response 

"Unconditioned" means that the stimulus and the response are naturally connected. They 

just came that way, hard wired together like a horse and carriage and love and marriage, 

as the song goes. "Unconditioned" means that this connection was already present before 

we got there and started messing around with the dog or the child or the spouse. 

"Stimulus" means the thing that starts it while "response" means the thing that ends it. A 

stimulus elicits and a response is elicited (this is circular reasoning). Let us consider 

another diagram: 

Conditioning Stimulus 

Bell with Food -----------------------> Salivation 

Unconditioned Stimulus------> Unconditioned Response 

We already know that "unconditioned" means unlearned, untaught, pre-existing, and 



already-present-before-we-got-there. "Conditioning" means just the opposite. It means 

that we are trying to associate, connect, bond or link something new with the old 

relationship. And we want this new thing to elicit (rather than be elicited) so it will be a 

stimulus and not a response. Finally, after many trials, we hope for, 

Bell ---------------------> Salivation 

Conditioned Stimulus ---> Conditioned Response 

Let us review these concepts. 

1. Unconditioned stimulus-- a thing that can already elicit a response. 

2. Unconditioned response-- a thing that is already elicited by a stimulus. 

3. Unconditioned relationship-- an existing stimulus-response connection. 

4. Conditioning stimulus-- a new stimulus that we deliver the same time when we give 

the old stimulus. 

5. Conditioned relationship-- the new stimulus-response relationship that we created by 

associating a new stimulus with an old response. 

There are two key parts. First, we start with an existing relationship, unconditioned 

stimulus ---> unconditioned response. Second, we pair a new thing (conditioning 

stimulus) with the existing relationship, until the new thing has the power to elicit the old 

response. 

A Little History and A Comparison 

The example used above is from the first studies on classical conditioning as described by 

Ivan Pavlov, the famous Russian physiologist. Pavlov discovered these important 

relationships around the turn of the century in his work with dogs. He created the first 

learning theory which precedes the reinforcement theory. 

One important point to be noted is that classical conditioning says nothing about rewards 

and punishments which are key terms in reinforcement theory. Consider a basic example, 



as follows: 

Conditioning Stimulus 

Bell with Food ---------------------> Salivation 

Unconditioned Stimulus ---> Unconditioned Response 

Classical conditioning is built on creating relationships by association over trials. Some 

people confuse classical conditioning with reinforcement theory. To keep them separated, 

just look for the presence of rewards and punishments. 

Everyday Classical Conditioning 

This type of influence is extremely common. If you have pets and you feed them with 

canned food, what happens when you hit the can opener? Sure, the animals come running 

even if you are opening a can of green beans. They have associated the sound of the 

opener with their food. 

Classical conditioning works with people too. Go to K-Mart (a popular American 

departmental store) and watch what happens when the blue light turns on. Cost conscious 

shoppers will make a beeline to that table because they associate a good sale with the 

blue light. And the research proves that people are more likely to buy the sale item under 

the blue light even if the item is not of a good value. 

Classical conditioning also works with advertising. For example, many beer ads 

prominently feature attractive young women wearing bikinis. The young women 

(unconditioned stimulus) naturally elicit a favorable, mildly aroused feeling 

(unconditioned response) in most men. The beer is simply associated with this effect. The 

same thing applies with the jingles and music that accompany many advertisements. 

Perhaps the strongest application of classical conditioning involves emotion. Common 

experience and careful research both confirm that human emotion conditions vary rapidly 

and easily. When the emotion is intensely felt or is negative in direction, particularly, it 



will condition quickly. 

For example, I have heard from a person who, when he was in college, was robbed at 

gunpoint by a young man who gave him the choice--“your money or your life.” It was an 

unexpected and frightening experience. This event occurred around dusk. For a long time 

thereafter, the guy often experienced moments of dread in the late afternoons, particularly 

when he was just walking around the city alone. Even though he was quite safe, the 

lengthening shadows of the day were so strongly associated with the fear he experienced 

in the robbery that he could not help but feel the emotion all over. 

Clearly, classical conditioning is a pervasive form of influence in our world. This is true 

because it is a natural feature of all human beings. Also, it is relatively simple and easy to 

accomplish. 

The Contemporary View-- Learning as a Cognitive Process 

Although it is not tied to a single theory or model, contemporary learning theory 

generally views learning as a cognitive process. That is, it assumes people are conscious, 

active participants in how they learn. 

Feedback 

First, in the cognitive view, people draw on their experiences and use past learning as a 

basis for present behavior. These experiences represent presumed knowledge or 

cognitions. For example, an employee faced with a choice of job assignments will use 

previous experiences in deciding which one to accept. 

Second, people make choices about their behavior. Third, people recognize the 

consequences of their choices. Thus, when the employee finds the job assignment 

rewarding and fulfilling, she/he will recognize that the choice was a good one and will 

understand why. 

Finally, people evaluate those consequences and add them to prior learning which affects 



future choices. 

Therefore, several perspectives on learning take a cognitive view. Foremost is the operant 

conditioning or reinforcement theory. 

Learning in Organizations 

Most people associate learning with formal education and with school in particular. 

While this association is quite logical, we should also note the pervasive extent to which 

learning also occurs in organizations. 

Prio r Learning Behavioral Choice Perceived 

Consequences 

From a simple orientation perspective, for example, newcomers in an organization learn 

when to come to work, how to dress, whom to ask for assistance, how to apply for annual 

leave, when to expect a paycheck, how to file an insurance claim, and so forth. 

From performance perspective, employees learn how to do their jobs more effectively, 

what is expected of them in the way of performance outcomes, and what it takes to get 

rewarded. 

From a social perspective, employees learn how to get along with colleagues, which 

behaviors are acceptable and unacceptable, the norms of the group, and so on. 

Form a political perspective, employees learn how to get along with their bosses, whom 

to avoid, whom to trust, so on and so forth. 

And from a career perspective, employees learn how to get ahead, how to get promotions, 

which job assignments to seek and which to avoid, and the like. 

Clearly, then, much of the organizational life and the behavior of individuals within the 

organization are influenced by learning and learning processes. 


