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INDUSTRIAL PSYCHOLOGY: UNIT-1

Industrial psychology is concerned with people's work-related values, attitudes and behaviours, and how these are influenced by the conditions in which they work. The term 'Industrial Psychology' is a combination of two words 'Industrial' and 'Psychology'. Industrial is that part of social life whose function is to provide civilized man with the material goals that his condition
of life demand. Psychology is the science of behaviour in relation to environment. Thus industrial psychology is the systematic study of the behaviour of the people at work. It studies how the social, industrial, economic, political and other factors affect the behaviour of the people at work.

According to C.S. Myres, “The aim of industrial psychology is primarily not to obtain greater production or output but to give the worker greater ease at his work.”

According to Thomas W. Harrell, “Industrial psychology may be defined as the study of people as individuals and in groups and of the relationship between individual and group.”

According to Blum and Naylor, “Industrial psychology is simply the application or extension of psychology facts and principles to the problem concerning human beings operating within the context of business and industry.”

According to Tiffin and McCormick, “Industrial psychology is concerned with the study of human behaviour in those aspects of life that are related to production, distribution and use of goods and services of our civilization.”

According to Guion, “The scientific study of the relationship between man and the world at work: The study of adjustment people make to the place they go, the people they meet and the things they do in the process of making a living.”

CHARACTERISTICS OF INDUSTRIAL PSYCHOLOGY

1. Systematic study: Industrial psychology is the systematic study of human behaviour concerned with collecting the information regarding human behaviour at work. What are the different factors which affect the work of an individual either they are personal or related to working conditions.
2. Research: Industrial psychology is not concerned with administration. They are the part of the research. Whatever information gathered from the work should be implemented and the personnel administration is the application of such research.
3. Functional/Applied: It is concerned with the application of information about human behaviour to the various problems of industrial human life.
4. Human engineering: It studies the varied methods of performing manual operations for the better utilization and the least waste of effort through human engineering.



SCOPE OF INDUSTRIAL PSYCHOLOGY

1. Scientific selection of workers - Industrial psychology offers a whole arrangement of tests such as systematic depth interviews and psychological tests of intelligence, aptitude, skills, abilities and interests the personnel characteristic etc. By these tests candidates are measured and properly selected and placed on the job.
2. Proper division of work - One of the scopes of industrial psychology is the work should be properly divided according to the abilities, skills and aptitude of the workers so they may feel comfortable and satisfied. It may also lead higher production.
3. Minimizing the wastage of human efforts - Industrial psychology tries to minimize the wastage of human power. It studies psychological factors causing fatigue or accident and give feasible suggestions to prevent them. The techniques of motivation and morale are used for this purpose.
4. Promoting labour welfare - It promotes the welfare of the labour by introducing adequate working environment through which job satisfaction, work efficiency increases and also state the provisions of higher incentives.
5. Enhancement of human relations - Human relations are the relation among individuals in an organization and the group behaviour that emerge from their relations. Most of problems arise in the industries are connected to human relation. If workers' feel ease with the surrounding then automatically they get motivated and productivity will be higher. Industrial psychology has made significant contribution in framing the techniques of leadership, worker participation, communication etc.
6. Developing industrial relations - Industrial psychology studies the attitude of the employer and employees. Individuals differ from each others in their thoughts, thinking, behaviour and other parameters. Therefore, different measures may be adopted in solving the problem relating to each individual like transfers, promotions, grievances etc. This helps in developing industrial relationship among workers' and management.
7. Increase production - It helps in attaining the major objective of the organization that to get the best output from the existing resources. The production is automatically increased if proper selection is made, the work will be properly distributed, accident prevention and safety measures suggested. This will improve and promote individual as well as industrial relations.

HISTORICAL DEVELOPMENT OF INDUSTRIAL PSYCHOLOGY

Bryan & Harter (1897) published a first paper describing the study and application of psychology to work activities (Morse code telegraphic) coined the term “industrial psychology” by mistake.
During the First and Second World War when various industrial organizations and plants faced a number of problems related to production, efficiency and individual employees, the help of industrial psychologist are in great demand. At this stage, industrial psychology received a special status, although it began in America in 1901, and England soon after.
The first book, “The Psychology of Industrial Efficiency”, written by Hugo Munsterberg in 1913 was dealing with various problems faced by the industries and analysis of such problem from the psychological point of view.
During the war years, the Fatigue Research Board was organized in Great Britain to discover the problems connected with working hours, condition of work, problems associated with fatigue and monotony/boredom, accident and safety measures and other work related matters.
In 1925, social psychology of industry entered into the arena of industrial psychology therefore, interpersonal and intrapersonal relationships, theories of motivations, importance of communication and other associated areas were investigated.
In 1917, Journal of applied psychology made its appearance and at the same time it introduced as a subject of applied psychology.
The classical studies, started in 1927 by the famous Hawthorne group, contributed to the development of industrial psychology in a major way. Their finding ultimately changed the trends and approach of industrial psychology from economic to social , from the work-oriented attitude to a workers-oriented attitude.
During the Second World War, the applied psychology research unit of the Medical Research Council of Great Britain carried out several researches and investigations to solve many industrial and organizational problems. American Association of Applied Psychology, 1937 was the first association for industrial psychology. Major organization after the Second World War divided into two parts. Human factor society, it was associated with the American group
of applied psychology with interest in human engineering problem. Ergonomics society, it was British counterpart of human factor. Society occupational psychology and ergonomics are two journals. Considerable attention was focused on various human relations and social problems of industry during the later part of 1940's and in the 1950's. Problems related to supervision, group dynamics, leadership, employees' interaction with others, employees attitude, morale, job satisfaction, communication process and others.
In the beginning of the 1960's organizational psychology began to enter the area of industrial psychology and as such, special emphasis was given to the organizational inputs in the industrial situation. The psychologists who have made valuable contributions to the development of industrial psychology are Walter, Dill and Scott. The industrial psychology division of American Psychological Association was established in 1945 and gave professional recognition to industrial psychology. Though industrial psychology a neglected branch of applied psychology in India. After the Second World War and particularly after Independence, it got special recognition from Indian psychologists. With the establishment of various universities, centre and institutes in India, research in industrial psychology has been accelerated after 1950's.
In 1970's, the division of industrial psychology was renamed as the division of industrial and organizational psychology. An eminent industrial and organizational psychologist of India Professor Durganand Sinha (1971) has made a valuable survey of the important topics of research in industrial psychology in India.
 
SCIENTIFIC MANAGEMENT

Frederick Winslow Taylor devised a system he called scientific management, a form of industrial engineering that established the organization of work as in Ford's assembly line. This discipline, along with the industrial psychology established by others at the Hawthorne Works of Western Electric in the 1920s, moved management theory from early time-and-motion studies
to the latest total quality control ideas.
Scientific management theory arose in part from the need to increase productivity. In the United States especially, skilled labour was in short supply at the beginning of the 20th century. The only way to expand the productivity was to raise the efficiency of workers. Therefore, Frederick W. Taylor, Henry Gantt, and Frank and Lillian Gilbreth devised the body of principles known as scientific management theory.
Scientific management (also called Taylorism or the Taylor system) is a theory of management that analyzes and synthesizes workflows, with the objective of improving labour  productivity. The core ideas of the theory were developed by Frederick Winslow Taylor in the 1880s and 1890s, and were first published in his monographs, Shop Management (1905) and The Principles of Scientific Management (1911). Taylor believed that decisions based upon tradition and rules of thumb should be replaced by precise
procedures developed after careful study of an individual at work. Its application is contingent on a high level of managerial control over employee work practices.
Taylor was a foreman for the Midvale Steel Company in Philadelphia from 1878 to 1890. Early in his management career, Taylor observed that the workers under his supervision engaged in soldiering—the practice of deliberately working slower than one's capabilities. Because the management of Midvale Steel had little real knowledge about the jobs performed in the plant, the practice went mostly undetected.

Taylor rested his philosophy on four basic principles.

1) The development of a true science of management instead of rule of thumb so that the best method for performing each task could be determined.
2) The scientific selection of workers so that each worker's would be given responsibility for the task for which he or she was best suited.
3) The scientific education and development of workers.
4)  Intimate friendly cooperation between management and labour.

Taylor contended that the success of these principles require “a complete mental revolution” on the part of management and labour. Rather than quarrel over profits both side should increase production, by so doing, he believed profits would rise to such an extent that labour have to fight over them. Employers to pay more productive workers higher rate than others. Using a “scientifically correct” rate that would benefit both the company and workers. Thus the workers were urged to surpass their previous performance
standards to earn more pay. Taylor called his plan the differential rate system. Taylor believed that management and labour had common interest in increasing productivity. Taylor based his management system on production line time studies. 
· Instead of relying on traditional work methods, he analyzed and timed steel workers movements on a series of jobs.
· Using time study he broke each job down into its components and designed the quickest and best method of performing each component. In this way he established.

Limitations of Scientific Management Theory

Although Taylor's method led to dramatic increase in productivity and higher pay in number of instance. Workers and unions began to oppose his approach because they feared that working harder or faster would exhaust whatever work was available causing layoffs.

Individuals are different from each other the most efficient way of working for one person may be inefficient for another.

Moreover, Taylor's system clearly meant that time was of the essence. His critics objected to the speed up condition that placed undue pressure on employees to perform at faster and faster levels.

The emphasis on productivity and by extension profitability led some managers to exploit both the workers and customers. As a result more workers joined unions and thus reinforced a pattern of suspicious and mistrust that shaded labour relations for decades.

Scientific management practices led to improvements in the consistency and efficiency of workplace processes. However, scientific management practices were also criticized for making jobs more monotonous. Attempts by management to implement scientific management practices sometimes resulted in backlashes. Workers particularly resented the use of stopwatches.

Human Relations Approach

Elton mayo is considered as the father of human relation theory. This theory came as a reaction to the classical approach, which stressed on formal structure. The classical school neglected the human side and under emphasized on the socio-psychological aspect of organization. George Elton Mayo was in charge of certain experiments on human behavior carried out at the Hawthorne Works of the General Electric Company in Chicago between 1924 and 1927.His research findings have contributed to organization development in terms of human relations and motivation theory. What he found however was that work satisfaction depended to a large extent on the informal social pattern of the work group. Where norms of cooperation and higher output were established because of a feeling of importance, physical conditions or financial incentives had little motivational value. People will form work groups and this can be used by management to benefit the organization.

Findings of Human Relation Approach

1) Work is a group activity.
2) The social world of the adult is primarily patterned about work activity.
3) The need for recognition, security and sense of belonging is more important in determining workers’ morale and productivity than the physical conditions under which he works.
4) A complaint is not necessarily an objective recital of facts; it is commonly a symptom manifesting disturbance of an individual’s status position.
5) The worker is a person whose attitudes and effectiveness are conditioned by social demands from both inside and outside the work plant.
6) Informal groups within the work plant exercise strong social controls over the work habits and attitudes of the individual worker.
7) The change from an established society in the home to an adaptive society in the work plant resulting from the use of new techniques tends continually to disrupt the social organization of a work plant and industry generally.
8) Group collaboration does not occur by accident; it must be planned and developed. If group collaboration is achieved the human relations within a work plant may reach a cohesion which resists the disrupting effects of adaptive society.

HAWTHORNE EXPERIMENTS

The Hawthorne plant of the General Electric Company, Chicago, faces the problem of workers' dissatisfaction, although they provide material benefits to the workers' like pension schemes, sickness benefits and other recreation facilities which resultant into loss of production. Now, it became necessary a thorough investigation of the problem of low productivity and to find out the relationship between production and various factors of efficiency. To find out the relationship between productivity and working conditions a number of studies were conducted by Professor Elton Mayo and his researcher team which was started in 1927. George Elton Mayo (26 December 1880–7 September 1949) was an Australian psychologist, sociologist and organization theorist. He lectured at the University of Queensland from 1919 to 1923 before moving to the University of Pennsylvania, but spent most of his career at Harvard Business School (1926–1947), where he was professor of industrial research. The Hawthorne studies consist of five phases and each phase giving the answer to the question arises at the previous phase.

1) Experiment on Illumination - Under this experiment researcher tries to find out how varying levels of illumination affect the efficiency of workers'. The hypothesis was that, with higher illumination productivity increases. They divided workers' into two groups. One was test group, which were undergo environmental changes and second was control group. The members of the control group would work under normal, constant environment condition. The researchers began by manipulating the lighting of the test group. When lighting for the test group was increased, their productivity increased but the productivity of the control group increased, as well. This result was somewhat unexpected, since the lighting at the workstations of the control group had not been altered. The researchers then decreased the lighting at the test group's workstations. Surprisingly, both the test group and the control group continued to improve their productivity. There was no decrease in productivity until the light was reduced to the point where the workers could barely see. The researchers concluded that light did not have a significant impact on the motivation of production workers. This led General Electric, a light bulb manufacturer, to withdraw their funding.

2) Relay Assembly Test Room Experiment - In this experiment, researcher test the hypothesis that production would be higher if incentive system was improved, and work week become shorter with rest and lunch periods. For this purpose, the researcher set up a relay assembly test room and two experienced workers' were chosen. There experienced workers’ were asked to choose four girls as coworkers’. The work related to the assembly of telephone relay, “because it is simple and highly repetitive and require no machinery and permits an accurate measure of production” (Blum and Naylor, 1968).Each relay consisted of different part which should be assembled into finished product. The result depended on the speed, continuity and coordination among these workers’ and they are placed under the group piece rate system. One observer was associated with girls to supervise their work and they also consulted girls before any changes. The whole experiment latest from 1927–1932, and were spread over 14 periods in all and experiment started with numerous changes in sequence. Following were the change and their outcomes:
a. The incentive system was changed so that each girl’s extra pay was based on the group activities of all the members of the small group irrespective of large group.
b. With the increasing time of rest periods from five to ten minutes it resultant into increased productivity.
c. The time of rest period was reduced to again five minutes but the frequency of rest period increased. It leads to slightly low productivity and girls complained that frequent rest periods affected their flow of work.
d. Now the duration of rest periods become ten minutes and they should be only on morning and evening with serving some snacks or tea. It again shows increased productivity.
e. Certain changes in working day like on Sunday they announce the holiday. Also introduced flexible working hour like they were allowed to leave before time. Surprisingly, productivity increased.
As changes was introduced less supervision was required, girls morale increased and low absenteeism which no doubt increased productivity. But researcher decided to go back to the original position, with some other benefits. After that it was founded that productivity increased as earlier. The outcomes implied that productivity increase not because positive changes but because of changed attitude of the girls’ towards work and their work group. Girls were developed a sense of belongingness, responsibility, stability and self-discipline.

3) Bank Wiring Observation Room Study - The main objective of this study is to find out exact information about informal groups in plant and what are the factors or causes which influence output. A group of three kinds of workers’ were engaged in the bank wiring room: wiremen solder men and inspector, who together constituted a group of 14. The work involved step by step fixing of switches for central office equipment. The payment was based on a group performance; it would assume that for this reason they would help each other to produce more. But, workers' decided the target for themselves which was lower than the plant target. The workers' gave following reasons for restricted output (Prasad L.M., Principles & Practice of Management, 2002, p. 58):

a. Workers’ think that if they produce more per head, some of the workers’ would be retrenched.
b. Once they reach the target as compared to standard company raise the standard.
c. Workers’ form a social group so they know what are the responsibilities a workers' had for his family. If any worker not doing well he may be retrenched, by considering this reason faster workers protected them by not overproducing.

This study imposed that informal relationship are important factor in determining the human behaviour. Along with experiment workers' were counselled for developing and maintaining good human relation in the plant. The counselling emphasized on worker relationship with other workers', with the management, personal adjustment, satisfaction, motivation and many more aspects.

4) Personnel Counselling Programme – According to Blum, “This study may be regarded as the culmination of the researchers’ effort to bring the idea of interpersonal relationship between the workers and boss.” The counselling programme developed after the bank wiring observation experiment. It had two-fold objectives:
a. A non-authoritative interview to find out the problems of the workers and to know their attitude towards their work and their supervisor.
b. To improve the method of communication within the company, in view of the ample evidence indicating that it was lacking in certain situations especially when the social organization conflicted with managerial organization.
With these objectives, the decision was made that officials from the personnel department would be assigned to different departments and would be free to talk to the employees. This programme led to the improvement in the following three fields:
· Personnel adjustment
· Supervisor employee relationship
· Employee management relationship.
Employee showed freedom from anxiety and other forms of behaviour that might be diagnosed as psychoneurosis. Thus, proper understanding is required on the part of the supervisor so that policies could be formulated which would result in less friction between management and workers. This could also be possible through personnel counselling programme.

5) Mass Interviewing Programme - The objective of this experiment is to find out the employees attitudes towards supervisor, company, wages, facilities, promotion, morale etc. and this can be done by mass interview programme. These interviews were conducted by the means of direct and then after indirect questions. The major findings of the mass interview programme are:
a. A worker is satisfied or dissatisfied, not in terms of any objective forms of reference but rather in terms of how he regards his social status and what he feels he is entitled to receive by way of rewards.(Brown, J.A.C., The Social Psychology of Industry, Pelican Books, p.79)
b. In "non-directive" interviews, the interviewer pretends that whatever information they get from workers' were treated as confidential. They trained to listen more and to talk less; they are offering advice in respect of arguments.
c. The complaints generally involved an employees' social position in the group in which he worked.
From the mass interview programme, it was discovered that employees' behaviour was being influenced by group behaviour. This result was not very satisfactory and researchers decided to conduct another experiment.
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