DIRECTING / LEADING

The interpersonal aspect of managing by which subordinates are led to understand and contribute efficiently and effectively to the attainment of organization goals; 

The process of influencing people so that they will continue to contribute to organization and group goals.

It is in this area that the behavioral sciences make their major contribution to managing.

Understanding Human Beings

Abraham H. Maslow’s “Hierarchy of Needs”

1. Basic physiological needs

2. Safety and security

3. Love 

4. Esteem

5. Self-actualization

Frederick Herzberg’s “Two-Factor Theory”

Herzberg proposes that human beings have two basic needs:  

1) the need to avoid pain and survive (dissatisfaction to no dissatisfaction).  The Hygienic factors are:

pay, interpersonal relations, supervision, company policy, working conditions, status, and security
2) the need to grow, develop, and learn (no job satisfaction to satisfaction). The Motivator factors are:

work itself, recognition, achievement, possibility of growth, and advancement
Douglas McGregor’s “Theory X”

After observing the actual practices of many traditional managers, he proposed that they were operating on a set of assumptions about employees that he labeled “Theory X”:

2. the average human being has an inherent dislike for work and will avoid it if possible;

3. because of this human characteristic of dislike of work, most peop0le must be coerced, controlled, directed, and threatened with punishment to get them to put forth adequate effort; and

4. the average human being prefers to be directed, wishes to avoid responsibility, has relatively little ambition, and wants security above all.

In disagreement with the assumptions of Theory X, McGregor feels that modern management is grossly underestimating the interest and capacities of its organization.  On the basis of psychological and social research results, he submits an opposing theory called, “Theory Y”, as a more realistic assessment of the capabilities of people:

1. the expenditure of physical and mental effort in work is as natural as play or rest.

2. people will exercise self-direction and self-control in the service of objectives to which they are committed.

3. commitment to objectives is a function of the rewards associated with achievement.

4. The average human being learns, under proper conditions, not only to accept but to seek responsibility.

5. the capacity to exercise a relatively high degree of imagination, ingenuity, and creativity in the solution of organization problems is widely, not narrowly, distributed in the population.

6. under conditions of modern industrial life, the intellectual potentialities of the average human being are only partially utilized.

Chris Argyris’ “Mature Human Being”

He emphasizes that development from the point of birth is naturally in the direction of maturation.  He proposed several dimensions of maturation through which the person will develop to achieve good mental health:

	Maturation


	Immature-Infant End



	Increasing activity
	Being passive

	Independence
	Being dependent

	An awareness of an control over self
	Being unaware of self

	Aspiring to occupy an equal or superior position
	Being subordinate

	Having long-term perspectives
	Possessing a short time perspective

	Developing deeper interests
	Having casual and shallow interests

	Being capable of behaving in many ways to satisfy needs
	Being capable of behaving in only a few ways


Argyris argued that many organizations are structured and managed in such a way that immature, infantlike behavior is required for retention and “success.”  Employees are asked to submit to orders, plans, policies, procedures, and rules as given.  They are asked to work in an environment where they have little control over their lives, are expected to be passive and dependent upon authority, and are asked to use a few “skin-surface shallow abilities.”

Faced with incongruity of organizational demands for infant like behavior, employees tend to engage in one or more of the following activities:

1. Escape

One may escape by quitting the job, being absent frequently, or gaining promotion to higher positions where there is more freedom and autonomy.

2. Attack

One can attack by practicing malicious obedience, organizing slowdowns, or forming labor unions.

3. Adapt

The most unhealthy activity, according to Argyris, is to apathetically accept and adapt to infantile situations.  This paints a rather gloomy picture of organizational requirements that will lead to widespread psychological failure for organizational members. 

On the other hand, if one accepts the McGregor’s Theory Y  and Argyris’ Maturity human models, such managerial practices as the following should be seriously considered:

1. abandonment of timeclocks;

2. flexitime;

3. job enrichment

4. Management by Objectives 

5. participative and democratic decision making concerning the general organizational environment.

Victor H. Vroom’s “Expectancy Theory”

People’s motivation toward doing anything will be determined by the value they place on the outcome of their effort (whether positive or negative), multiplied by the confidence they have that their efforts will materially aid in achieving a goal.

Motivation is a product of the anticipated worth that an individual places on a goal and the chances he or she sees of achieving that goal:

Motivational force = valence  X  expectancy

Where force is the strength of a person’s motivation, valence is the strength of an individual’s preference for an outcome, and expectancy is the probability that a particular action will lead to a desired outcome.

