3.1 Change Management 

3.1.1 Overview of Change Management (3hrs)
Definition

· What is Change and Change Management? 
· Change is an alteration of a company’s strategy, organization or culture as a result of change in its environment, structure, technology or people. A manager’s job would be straight forward and simple (not to say boring) if changes were not occurring in these areas. Good managers have competence to manage change in the company’s environment. These change can be alteration in structure (design of jobs, span of control, authority relationships or coordinating mechanisms), in technology (equipment, work process or work methods) as well as in people (behaviors, perceptions, expectations or attitudes).
Reasons for change

A complex structure like an organization is driven by external and internal factors in regard to the need for change. There are a number of external forces that create the explicit need for change. 

· Market situation or market place      *Technology    *Government laws and regulations Economics

Parallel to the external reasons there are different internal forces for change. 

*Corporate strategy   *Workforce   *Technology and Equipment    *Employee attitudes

Therefore, Change Management is the:

· Correct understanding of organizations that want or need to be changed

· Correct understanding of the people who are willing or forced to change 
· The effectively realization of change 

· Understanding the dynamic of change
Effective management of the change associated with a project requires: 
· A Change Sponsor: The sponsor must be a senior manager with sufficient authority to initiate the change process and the ability to sustain it through to implementation. 
· A Clearly Defined Business Objective: The objective of the change must be clearly documented and communicated to all individuals who will be impacted by the change. In particular it is essential that the business objective is clearly understood by the sponsor. 

· A Tolerance for Ambiguity: While the objective of the change must be clear at the start of the project, the exact nature and extent of the changes will become progressively clearer during the progress of the project. All participants in the change process must understand that this ambiguity is a normal part of the change process, but that as the change progresses the ambiguity will decrease and measurable benefits will be identified. 
· Commitment at all Levels: Commitment to the change must start with the CEO, senior management or the Change Sponsor and continue through all levels of the agency that are affected by the change. This commitment cannot be delegated and is demonstrated through actions such as ensuring adequate resources are assigned to the change and providing clear support for the change process at management meetings. 
· Open Communication: A formal communication plan is an essential element for building commitment to the change. Communication up and down the organization structure must be open and allow all participants, and other stakeholders such as unions, to feed their views and opinions into the change process. The communication mechanisms adopted for the project must be dynamic and be adjusted as needed to meet the needs of the change. 
· An Appropriate Change Management Methodology: Using formal methods for managing change is essential on complex projects when the cost of failure is high and the probability of failure is real due to the anticipated resistance to change. Using an appropriate Change Management methodology will increase the likelihood of successfully implementing the changes associated with a project. 
What is change management?
Change management is the process, tools and techniques to manage the people-side of change to achieve the required business outcome.

Change management incorporates the organizational tools that can be utilized to help individuals make successful personal transitions resulting in the adoption and realization of change.

Change Management Processes
Psychologist Kurt Lewin recommends that any change effort be viewed as a process with three distinct phases:

(1) Unfreezing,    2) Changing, and      3) Refreezing. 
He believes that each of these phases must be handled effectively for a change to be successful.
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            Figure I: Expanded Change Model
Phase I: Unfreezing (create a felt need for change)
This is done by:

· Establishing a good relationship with the people involved

· Helping others realize that present behaviors are not effective

· Minimizing expressed resistance to change.

Phase II. Changing (implement change)

This is done by:

· Identifying new, more effective ways of behaving

· Choosing appropriate changes in tasks, people, culture, technology, and/or structure

· Taking action to put these changes into place.

Phase III: Refreezing (Stabilize change)

This is done by:

· Creating acceptance and continuity for the new behaviors

· Providing any necessary resource support, using performance-contingent rewards and 

· Positive reinforcement

Often, early in the process, the organization seeks the assistance of a change agent-a person or a group that will manage the change process. The change agent may be a member of the organization or an external consultant. According to Michael Beer (1980), the power of the change agent to implement change comes from five sources:

1. High status ascribed by members of the client organization, based on their perception that the change agent is similar to them in behaviors, language, values, and dress.

2. Trust in the change agent based on his or her consistent handling of information and maintaining a proper role in the organization

3. Expertise in the practice of organizational change.

4.  Dissatisfied constituencies within the client organization who perceive the change agent to be the best opportunity to change the organization to suit their needs.

5. Established credibility based on Experiences with previous projects with the clients organizations.

The change agent generally has the responsibility for implementing the change process, which normally follows Lewin’s three-stage model.
Change Management Roles 
The roles and responsibilities of each participant and stakeholder in the change process must be clearly defined from the start of the project. The four key roles are: 

· Chief Executive Officer who must demonstrate commitment to the change and ensure that the Change Sponsor accepts ultimate responsibility for its successful implementation. The CEO should also be a vocal and active champion of any major change projects that are undertaken by the agency. 

· Change Sponsor who could be the Project Sponsor and who has the authority and organizational power to initiate the change and sustain it through to its implementation. The Change Sponsor must have the seniority to ensure that the necessary resources are available throughout the change process. 

· Change Agents who are responsible for making the change a reality through activities such as design of the elements of the change and development of plans for its implementation. Individuals with this role include the Project Manager, project team members and key influencers within the agency. 

· The individuals or groups who must actually change. Typically, these are the staff that will use the new system or technology and includes all who are a sources or recipient of information from the system. 

      An individual can have more than one of the above roles. For example, a manager may be responsible for implementing change within their department (Change Agent) and also need to change the way they work. 

Line management must often act as Change Agents because they have the influence and authority to make the change take place. Change Agents often need to be dedicated to the change process and line management acting in this role may need to be able to delegate some or all of their normal responsibilities. 

Care must be taken to ensure that the most appropriate individuals are selected to act as Change Sponsor and Change Agents. The team formed to implement the change must have a good knowledge of current work practices and the confidence of the management and staff that must change. If the change management team does not have experience in implementing changes of comparable scope and complexity, it should obtain specialist advice and assistance. 

The management and staff with a detailed understanding of current work practices also play a key role in the Change Management process by assisting with the selection of the people who must change and the identification of the changes that are required. 

The implementation of change usually requires an increase in effort by the agency. The nature and extent of this increased effort should be identified as early in the project as possible, with strategies developed to address this requirement. These strategies may include use of under-utilised resources within the agency and the use of temporary resources such as contract staff. 

During the extended implementation of a large change, it is highly likely that one or more of the key stakeholders or participants in the change process will need to be replaced. It is essential that a formal process be identified at the start of the project to cater for these situations and to ensure that there is adequate hand-over of responsibilities, and that sufficient time is allowed for orienting new Sponsors and Change Agents. 

Summary of key activities associated with the identification of key change management roles: 

· Identify Change Sponsor, Change Agents and people who must change; 

· Identify the level of effort required and develop a plan to cater for it; 

· Develop a process to cater for changes in stake-holders or key participants; 

3.2. Change management in value chain (2hrs)
There has always been the need to manage change and it is easy point in history is greater than that in the past. The change from an agricultural to an industrial society in Britain, the New Deal initiative to take America out of recession in the 1930s and the need for reconstruction throughout Europe after the Second World War were all times of turmoil that required creative management through the transition period. However, from the 1960s onwards it is true to say that the periods of stability, when business operations could just be managed, have become shorter, and the necessity to make changes more frequent. The fundamental reason for this is competitive pressure: if an organization and its products have no competitors, then it is under no pressure to change. This increased competitive pressure has come from such sources as:
· technological change, both in manufacturing processes and the possibility of new products

· globalization, of products, markets and competitors

· cheaper communication and distribution, particularly the revolution in telecommunications and information technology

·  government deregulation, including privatization and 

· Legislation to promote competition.

Another major source of change, of which you may have personal experience, is the massive increase in mergers and acquisitions activity. Managers, on average, currently face the prospect of going through the process of merging with another organization two or three times during their working lives. What does all this mean for you as an individual employee? It means that you are likely to be faced with more frequent periods of transformational change during your career. While we all need to respond to changing circumstances every day, transformational change refers to those periods when an organization must make radical alterations in the way it does business in order to survive and grow. 
Understanding the value chain and changing circumstances 
The value chain can be a very useful conceptual tool when trying to understand the factors that impact the long-term profitability of your business and when developing a successful strategic plan for your business. The value chain can be thought of as a set of activities, services, and products that lead to a product or service that reaches the final consumer.
The value chain can help you answer questions regarding:

· How the products you produce reach the final consumer.

· The structure (economic relationships) between players in the chain.

· How this structure is likely to change over time.

· The key threats to the entire value chain.

· The key determinants of your share of the profits created by your chain.

Agribusinesses that focus only on the firms nearest to them in the value chain are not likely to anticipate major structural changes that can dramatically impact their profitability. In order to understand your value chain, begin by drawing a simple diagram that shows the key processes and inputs that contribute to the final product. In general, the value chain of most agribusinesses looks like Figure below . Your job is to replace the generic boxes with more detail where appropriate.




Figure .  A typical value chain for agricultural products.
The amount of detail that you include in your value chain depends in part upon the final product that you most identify with. For many producers, this is a difficult question. Just identifying where the product goes after it leaves your business is an important first step. Ask yourself, how and in what ways your production finally reaches the consumer. This question can have very different answers depending where you are located in the value chain. Grain producers will likely have many different ways in which the product reaches the final consumer and may have little control over where or how their product reaches the consumer. For these producers, the key is to identify the major channels or classes of products that reach the consumer. For instance, grains are often converted to manufactured cereal products, feed, and feed products, ethanol, etc. On the other hand, fresh fruit or vegetable growers may have a great deal of control over how their product reaches the consumer. These growers will likely want to be much more explicit with respect to the final product that they produce, i.e., fresh apples sold at roadside stand, apples picked by consumers in the orchard, apples put in storage and sold in a retail outlet, and apples processed for juice.

The key is to identify the various ways in which your product reaches the consumer. The amount of detail that you use in constructing the value chain will depend in large part upon the degree of differentiation that exists between you and your competitors. By simply considering the alternative ways in which your product reaches the final consumer, you can begin looking for ways to differentiate yourself from your direct competitors and making your product more attractive to members of certain value chains. For instance, look for ways to add value not only to the businesses you directly supply but to their customers as well. Also, you may begin to see opportunities for end markets that play to your strengths.

The next key factor to consider is the economic relationship between the various parties in your value chain. The number and size of the competitors at a particular stage of the value chain can have important consequences for other members of the chain. A dominant player at one stage in the chain can place many demands on smaller players with many competitors. Often, stages near the dominant player will react by trying to match the dominators size and influence. Sometimes this involves consolidation or forming cooperatives.
Another factor to look for at any stage is the importance of economies of scale. These are typically important in the processing stages. Economies of scale can dictate how processors want to interact with other players. Often, they will want to insure that product continues to flow through their plants. Food safety and contamination risk are even more important when a player has large economies of scale. A contamination can be very costly for any player, but one with large economies of scale and thus volume is especially at risk. Look for these firms to be very sensitive to the quality and origin of the product coming into their plants.

Biological production risk and perishability are frequently important characteristics of agricultural value chains. Biological production uncertainty can have important implications for the consistency of supply-to-supply chain members. This is especially important when there are economies of scale present. Perishability can have important impacts on the logistics and handling of food products. It will also influence the responsiveness of supply and will limit the amount of substitution that can take place when a weather event reduces production.

You will often want to examine the economic relationships that govern the transactions taking place at each stage of the value chain. These factors can be especially important because they can make price discovery difficult and can limit access to a value chain. For instance, many retailers and branded product manufacturers are moving toward networks of preferred suppliers. These networks do not operate like traditional agricultural markets that are open to everyone. In order to participate, the supplier must typically qualify or meet certain production standards. In many cases, the manufacturers and retailers are looking to reduce rather than expand their supplier networks.

Finally, you want to be aware of key consumer trends and key technological advances. In agriculture, the development of biotechnology has the potential to dramatically change value chains because the technology has important implications at both ends of the value chain. Consumer attitudes toward biotechnology will create new niche markets for value chains that either do or do not use biotechnology. Likewise, new products will be developed and potentially create new value chains. Further, biotechnology will impact the role of food processors in the food system, as food products are refined at the genetic rather than the plant level.

Understanding these factors will enable you to understand where the pressures that are likely to influence your profitability will likely come from. It will also allow you to understand how you can add additional value to your specific value chain. Ask yourself, what chain are you most suited to participate in, how can you deliver the most value to that chain, what relationships are necessary to successfully compete in your chosen value chain, what key factors can destabilize or adversely affect the value chain.

The structure of the value chain will have a direct impact on you and your direct competitors’ profitability. Remember, to a large extent, the amount of profit that can be obtained by you is dependent upon the final value that your entire value chain delivers to the consumer. It is also important to realize that your value chain also competes against other value chains that may be delivering products and services to the same customers that your chain delivers to.

3.3. Risk and uncertainty analysis (5hr)
The concept and definition of Risk
Due to imperfect knowledge about the future, our actions are likely to result in outcomes, which are different from our expectations. This is something that is not desirable. Risk exists because there is no perfect foresight about the future.

Because risk is undesirable and its consequences are, at times, damaging to individual, businesses and the society as a whole, mankind is constantly developing its predictive ability through the constant upgrading and refinement of its knowledge. The more mankind is knowledgeable about the future, the more certain it will be concerning future events. But, the disappointing phenomenon is that perfect foresight about the future is something impossible. Thus, risk becomes a fact of life that will remain side by side with the activities of mankind.

Every discipline has its own specialized terminology, which has very simple meanings in every day usage often take on different and complicated connotations when applied in a specialized field. This section mainly emphasized on the concept of risk.

No comprehensive definition exists so far. It is defined in different forms by several authors with some differences in the wordings used. The essence however is very similar. In general, risk refers to exposure to adverse consequences.

Before we define risk for our purpose, it would be advisable to consider the various definitions given by different scholars and practitioners to comprehend the basic concept of risk.

Economists, satiations, decision theorists and insurance theorists have long discussed the concept of “risk” and “uncertainty” in an attempt to arrive at a definition of risk.

Up to the present time, they have not been able to agree on a definition that can be used in each field with the same facility, nor does it appears likely that they will not do so in the near future. 

Risk management is still in its infancy as a body of theory. As a result, we find many contradictory definitions of risk throughout the literature dealing with this phenomenon from the risk management or an insurance point of view. One reason for these contradictions is that risk management or insurance theorists have attempted to borrow the definition if risk used in other fields. 

The term risk used in different ways; the following are some definitions given by different scholars and practitioners in the different fields: 

· Risk is the chance of loss.

· Risk is the possibility of loss.

· Risk is uncertainly.

· Risk is the probability of any outcome different from the one expected. 

· Doubt

· Worry

· The exposure of adverse consequence 

· Undesirable events
Risk Management 

Risk management refers to the identification, measurement, and treatment of exposure to potential accidental loses almost always in situations where the only possible outcomes are losses or no change in the status.

Risk management is defined as a systematic process for the identification and evaluation of pure loss exposures faced by an organization and individuals, and for the selection and implementation of more appropriate techniques for treating such exposures

Objectives of risk management

Risk management has several objectives that can be classified as pre-loss objectives and post-loss objectives.

Pre-loss objectives: a firm may have several risk management objectives prior to the occurrence of a loss. The most important once are economy, the reduction of anxiety and meting external imposed obligations.

The first goal means that the firm should prepare for potential losses in the most economic way. This involves an analysis of safety programme exposures, insurance premiums, and the costs associated with the different techniques for handling losses.

The second objective, some loss exposures can cause greater worry and fear for the risk manager, key executives and stockholders than other exposures. In such situations the risk manger wants to minimize the anxiety and fear associated with all loss exposures.

The third objective is to meet any externally imposed obligations. This means that the organization must meet certain obligations imposed on it by outsiders. For example, the government may require a firm to install safety devices to protect workers from any harm. Therefore, the risk manager is supposed to see such externally imposed obligations and meet them.

Post-loss objectives: the most important post- loss objective is survival of the organization. I.e. after the loss occurs, the firm can at least resume partial operations within some reasonable time period if it chooses to do so. 

The other post loss objective is to continue operation. For some firms, the ability to operate after a severe loss is an important objective. This is particularly true for certain organizations such as public utility firms, which must continue to provide service. Other objectives of post loss objectives include stability of earnings, continued growth of the organization, and minimizing the impact of loss on the general society.

3.3.1 The risk management process

Risk management is composed of four steps where one is building up on the other. These steps are presented as follows:

1. Risk Identification(identifying potential losses) 
2. Risk measurement(evaluate potential losses)

3. Selection of  possible risk handling tools

4. Implementation ,administering ,review and evaluation of the program 
1. Risk Identification

· It is the process of identifying potential loss confronting the firm.

· It is a fundamental / basic duty that must precede all other functions of risk management.

· It is the first step in the risk management process. Here, the risk manager tries to locate the areas where losses could happen due to a wide range of perils. Risk identification is a very difficult process; because the risk manager has to look in to all operations of the company so as to identify where exactly risks emanate from. In addition, risk identification is continuous job since risk environment is dynamic
· Note:

· Poor identification leads to unplanned retention. Unplanned retention cannot be the right decision unless it becomes right by chance.

· All the subsequent steps in risk management build upon it and its effectiveness affects the success of the whole risk management process.

To identify all the potential losses, the risk managers undertake two activities. First, a check list of the losses that could occur to any business; and second, systematically approaching and discovering which of the potential losses included in the check list are faced by the organization. 
We are going to study these two steps in detail.

A. Checklist of potential losses

Checklist of potential losses is a list of all possible asset of organization together with their respective loss exposures. Loss exposure checklist provides a listing of common risk exposures of the firm. It is the simplest and effective tool for risk identification. In fact, it is one of the most common tools used for identifying and analyzing risk.

B. Systematic approaches

In order to identify the potential loss, the risk manager should have sources.  Some of the systematic approaches / tools used by risk managers to the problem of risk identification are:

· Insurance policy checklists
· Risk analysis questionnaires
· Flow process charts
· Analysis of financial statements and
· Inspections of the organization’s operations or on-sight inspection.

· Analysis of the environment
· Contract analysis
· Statistical record of losses
· Interaction with other department

1. Insurance Policy Checklists

The checklists are available from insurance companies and from publishers specializing in insurance related publications. Here, the risk manager initially collects a specimen of insurance policy forms from various insurers. He, then, proceeds to prepare a checklist of various types of pure risk that can be dealt with insurance. Through close examination of the policy forms, the risk manager can identify the non-insurable risks and accordingly will consider other risk handling tools. The principal defect/limitation of this approach is that concentrates on insurable risks only, ignoring the uninsurable pure risks.

2. Risk Analysis Questionnaires

It also called as “fact finders” because it leads the risk manager to the discovery of risks through series of detailed and penetrating questions.

In most instances, these questionnaires are designed to identify both insurable and uninsurable types of risks.

This questionnaire directs the risk manager to secure the operation and the properties of that organization.

3. Flow Process Charts

Flow process charts show all the operations of the firm starting with raw materials, electricity / power and other inputs at suppliers’ location and ending with finished products in the hands of customers is constructed.

Secondly, the checklist of potential property, liability and personnel losses is applied to each property and operations showing the flow charts to determine which loss the organization faces.i.e. - Draw flow charts starting from raw materials and ending to finished products in the hands of customers.

4. Analysis of Financial Statements

Analysis of the organizations financial statements can also aid in the process of risk identification.  i.e.

· The asset listing in the balance sheet and 

· The income and expense classification in the income statement.

5. On – sight inspection
· The risk manager will have firsthand information through direct inspection

“One picture is worth of a thousand words. “Seeing is believing”

6. Analysis of the environment

A careful analysis of the environment (internal and external) can help in identifying the exposures to particular firms. Four components of the relevant environments that are identified in literature are customers, suppliers, competitors and regulators. In analyzing each component, important considerations are the nature, relationship, their heterogeneity and their stability. For example, is the product distributed directly to one group of buyers or indirectly through whole sellers and retailers?  Does the firm have single or multiple suppliers? What special obligations are imposed by outsiders such as Government, customers, and unions?

7.  Contract analysis

Many of the organizations exposure to risk arises from the contractual relationship with other person and organization. Thus, examination of contracts of the organization may reveal areas of exposures that are not evident from the organizations operations and activities. 

8. Statistical record of losses

An approach that probably suggests fewer exposures than the other but which may identify some exposures not otherwise discovered is to consult statistical records of losses or near losses that may be repeated in near future.

9.  Interaction with other department

This is another way to identify losses facing a business via systematic and continuous interaction with other departments in the business. For instance, extended visit with managers and employees of other department help the risk manager obtain complete understanding of activities and potential losses created by these activities

2. Risk Measurement
Once the risks have been identified, the risk manager must evaluate them. That is, measuring the potential size of the loss and the probability that it is likely to occur.

Risk measurement is required by the risk manager for two purposes:
1. To determine their relative importance and
2. To obtain information that will help him/her decide upon the most desirable combination
of risk management tools or methods.

In order to arrive these two points, what dimensions to be measured? Two most important dimensions to be measured are

i. The loss frequency:- the probability of occurrence of  losses and

ii. The severity of the losses:-the magnitude of loss and severity of losses.
3. Selecting the appropriate technique for treating loss exposures:

The major techniques for treating loss exposures are the broadly classified in to two: Risk control techniques and Risk financing techniques.
Risk control techniques: -attempt to reduce the frequency and severity of accidental loss to the firm. Risk control technique includes:
· Avoidance

· Loss control

· Separation/diversification

· Combination

Risk financing techniques: -provide for the funding of accidental losses after they occur. Risk financing techniques includes:
· Retention/assumption

· Self-insurance

· Non-insurance transfers

· Insurances
Risk control technique
A. Avoidance

        Risk avoidance:
· Includes not performing an activity that could carry risk.
· Avoidance may seem the answer to all risks, but avoiding risks also means losing out on the potential gain that accepting (retaining) the risk may have allowed. Not entering a business to avoid the risk of loss also avoids the possibility of earning profits.

Avoidance is a useful and common approach to the handling of risk. However, it has the following off-putting characteristics.  These are:

· Most business would not be able to operate unless they either owned or rent a fleet of cars.

· The potential benefits to be gained from employing certain persons, owning a piece of property, or engaging in some activity may so far outweigh the potential losses and the risks involved that the decision maker gives little consideration to avoiding the associated risks.

· Avoiding risk may create another risk. For instance, a firm may avoid the risks associated with air shipments by substituting train and truck shipments. In the process however, it has created some new risks.

· It may not be possible to avoid all losses.

B. Loss control:

Attack the risk by lowering the chance that loss will occur or by reducing its severity if it does occur while permitting the firm, individual or the society to commence the activity creating the risk. Unlike the avoidance technique, loss control deals with an exposure that the firm does not wish to abandon. Its purpose is to change the characteristics of the exposures that it is more acceptable to the firm.

Loss control includes Loss prevention and reduction methods:

Prevention program is defined as a measure taken before the misfortune occurs.

Generally speaking, loss prevention programs intend to reduce the chance of occurrence.

 Example:

· Constricting a building with a fire resistance material / fireproofing.

· Constructing a building in a place where there is little danger.

· Regularly inspecting the machine/area 

· The existence of automatic loss detection programs. 
· Fire alarms
· Warning posters /No Smoking!! And DANGER ZONE!! /…
Loss reduction program: 

· Seek to reduce the potential severity of the loss.

· Can be classified as minimization or salvage programs
Minimization program take effect in advance of the loss or while it is occurring. e.g. automatic sprinkler-minimize the fire loss by spraying water up on a fire soon after it starts in order to confine damage to limited area.

Salvage program become effective after the loss is over. E.g. restoration of damaged property to the highest possible degree of usefulness.

Examples of loss reduction programs:

· Automatic sprinkler
· An immediate first aid

· Medical care and rehabilitation service 

· Guards

· Fire extinguisher 

· Fire alarms 

C. Separation /Diversification 

· Separation of the firm’s exposures to loss instead of concentrating them at one location where they might all is involved in the same loss. 

The principle is “Don’t put all your eggs in one basket”

                      Example: Instead of placing its entire inventory in one warehouse, the    firm may elect to separate this exposure by placing equal parts of the inventory in different widely separated warehouses. 

· It is considered as a loss reduction measure. 

· This separation of exposures reduces the maximum probable loss to one event.

The probability of some loss actually increases. Because, the probability that at least one of several unit will suffer a loss is greater than the probability that any particular unit will suffer a loss. Emphasis is placed here, however, on the fact that through this separation the firm increases the number of independent exposures units under its control.

D. Combination  

· It is a pooling or combination process. 

· Risks are pooled when the number of independent exposure units under observation is increased. 

· Unlike separation, which spreads a specified number of exposure units, combination increases the No of exposure units under the control of the firm.

· In the case of firms, combination results in the pooling of resources of two or more firms. The new firm has more building, more automobiles, and more employees than either of the original companies. This leads to financial strength, thereby minimizing the adverse effect of the potential loss. 
Risk financing techniques:

A. Retention/Assumptions

· It is the most common method of handling risk by the individual or the firm itself. 

· When the individual or the business does not take positive action to avoid, reduce or transfer the risk, the possibility of loss involved in that risk is retained. 

· Bearing all the risk by that person/organization. 

· Retention can be: active or passive retention.

· Planned/Conscious/ Active risk retention 

· It characterized by the recognition that the risk exists, and a tacit agreement to                     assume the losses involved. 

· The decision to retain a risk actively is made because there are no alternatives or is not more attractive. 

Prerequisites of Active Retention:

Active/planned retention should be considered only when at least one of the following conditions exists: 

a. It is impossible to transfer the risk to someone else or to prevent the loss from occurring

b. When the maximum possible loss is so small-thus, the firm can safely absorb it as a current operating expense or out of small reserve funds.

c. When the chance of loss is so extremely low

d. When losses are highly predictable 

· Unplanned/Unconscious/ Passive Retention 
· Passive risk retention takes place when the individual exposed to the risk does not recognize its existence and consequently does not attempt to handle it. 

· In these cases, the person so exposed retains the financial consequence of the possible loss without realizing that he does so.

· 0ccurs when the risk is not properly identified, and when the risk manger properly identifies the exposures but has underestimated the magnitude of the potential losses. 

B. Self-insurance

· Self-insurance is a special case of active retention

· Sometimes called self-funding-which express more clearly the idea that losses are funded and paid by the firm. i.e. a firm may keep some money to retain the risk.

· Widely used in workers compensation insurance. For instance, to provide group health, dental, vision, and prescriptions drug benefits to employees.

· Note that:

· Self-insurance is not insurance, because there is no transfer of the risk to an outsider 

· Self-insurance plans differ from other insurance operation in that the pooling of exposures and funding of losses takes place within one business entity.

C. Transfers

· It is also called as shifting method. 

· When a business organization cannot afford to cover the loss by itself, it may look for/transfer to other institutions. 

· Transfer or risk may be accomplished in two ways. 

a. Transfer of the activity or the property. 

· The property or activity responsible for the risks may be transferred to some other person or group of persons. 

    Example: 

· A firm that sells one of its buildings transfers the risks associated with ownership of the building to the new owner.

· Hiring a subcontract for the portion of the project. 

b. Transfer of the probable loss 

I.e. the risk, but not the property or activity, may be transferred. 

      Example:  Under a rent, the occupant may be able to shift to the owner any responsibility the occupant may have for damage to the owner’s building.

  Transfers of risk may be grouped in two classifications. 

a. Transfer to parties other than insurance company (non-insurance transfer)

b. Transfer to an insurance company/Insurer

· Non-insurance transfers:
Is a method other than insurance by which a pure risk and its potential financial consequences are transferred to another party. Neutralization or hedging and hold-harmless agreements are example of non-insurance transfer of risk.

Neutralization or hedging: -is the process of balancing a chance of loss against a possible loss.

Hold –harmless agreements: -are contracts entered in to prior to loss, in which one party agrees to assume a second part’s responsibility should a loss occur.

· Transfer to Insurance Company/insurance

Insurance is contractual transfer of risk; and is appropriate for loss exposures that have a low probability of loss but the severity of loss are high.

4. Selection of risk management tools 

This section will discuss a few of the more important considerations that enter into the selection of the technique to be used in handling a particular risk. 

Rules of Risk Management

These guidelines for risk management decision-making are quite simple common-sense principles applied to the pure risk situation. Mehr and Hedges propose the following three basic rules of risk management: 

i. Don’t risk more than you can afford to lose 

ii. Consider the odds 

iii. Don’t risk a lot for a little 

 If the risk managers can determine the probability that a loss may take place, he is in a better position to deal with the risk than would be the case without such information; but is impossible to attach undue significance to such probabilities. The probability of a loss occurring is less important to the risk manager than the financial consequences if it does happen. Even if the risk manager knows that the probability of loss from a given exposure is remote, the decision must still be based on its possible severity. If the risk carries a possible catastrophic loss, the fact that the probability is small is of little significance. 

In determining the appropriate method or methods for handling losses, a matrix can be used that classifies loss exposures according to frequency and severity. The following matrix can determine which risk management be used. 

	Loss Frequency
	Loss Severity
	Appropriate risk Management technique

	Low 
	Low 
	Retention 

	High 
	Low 
	Retention & Reduction 

	       Low
	High 
	Insurance 

	High 
	High 
	Avoidance 


5. Implementation, administering, review and evaluation of the program 

· Implementation and administering

After deciding on the combination of methods to be used for each risk; each risk management decision should be recorded and approved by the appropriate level of management. For example, a risk concerning the image of the organization should have top management decision behind it whereas IT management would have the authority to decide on computer virus risks.

The risk management plan should propose applicable and effective security controls for managing the risks. For example, an observed high risk of computer viruses could be mitigated by acquiring and implementing antivirus software. A good risk management plan should contain a schedule for control implementation and responsible persons for those actions. Follow all of the planned methods for mitigating the effect of the risks. Purchase insurance policies for the risks that have been decided to be transferred to an insurer, avoid all risks that can be avoided without sacrificing the entity's goals, reduce others, and retain the rest.

· Review and evaluation of the plan
Initial risk management plans will never be perfect. Practice, experience, and actual loss results will necessitate changes in the plan and contribute information to allow possible different decisions to be made in dealing with the risks being faced.

Risk analysis results and management plans should be updated periodically. There are two primary reasons. These are:

1. to evaluate whether the previously selected security controls are still applicable and effective, and 

2. to evaluate the possible risk level changes in the business environment. For example, information risks are a good example of rapidly changing business environment.

Risks related to business activities

Most risks of business environment are speculative in nature. The finance literature considers five types of risks that business organizations face in the course of their normal operation. These are: business risk, financial risk, interest rate risks, purchasing power risks, and market risks. Each of these is briefly discussed below. 


Business Risk- This is the risk associated with the physical operation of the firm. Variations `in the level of sales, costs, profits are likely to occur due to a number of factors inherent in the economic environment. Business risk is independent of the company is financial structure. 

Financial Risk-Thesis associated with debt financing. Borrowing results in the payment of periodic interest charge and the payment of principal upon maturity. There is a risk of default by the company if operations are not profitable. Other financial risks include; bankruptcy, stock price decline, insolvency. Bondholders are less exposed to financial risk than common stockholders because they have a priority claim against the assets of an insolvent firm. Government securities. However, bear very low risk. 

Interest Rate Risk- This is a risk resulting from changes in interest rates. Changes in interest rates affect the prices of financial securities such as the prices of bonds etc. for interest rate rise depresses bond prices and vice, versa. 
Purchasing power Risk- This risk a rises under Inflationary situations (general price rise of goods and services) leading to a decline in the purchasing power of the asset held. Financial assets lose purchasing power if increased inflationary tendencies prevail in the economy. 

Market Risk - Market risk is related to stock market. It refers to stock price variability caused by market forces. It is the result of investors ‘reactions to real or psychological expectations. For example, some forecasts may convince investors that the economy is heading towards a recession. The market index would decline accordingly. In other situation investors erroneously overreact to events and affect the market by making abnormal transactions. The market, in many cases, is also affected by such events as: presidential elections, trade balances, balance of payment figures, wars, new inventions, etc… Market risk is also called systematic or non-diversifiable risk. All investors are subject to this risk it is the result of the workings of the economy; and cannot be eliminated through portfolio diversification. However, investors are paid for this risk. 

3.3.2. Risks and costs of poorly managing change
Change Management involves understanding and controlling the exposure to hazards such that overall risk to the business is handled in an efficient and effective manner. For example, if an organization were deploying a new desktop operating system across the enterprise, an effective Change Management process would understand the risks involved, assess the impact, and coordinate the change so impact to the business was minimized.

Therefore, the intent of Change Management is to act as an enabler that provides a mechanism by which the business can quickly adapt and respond to changing conditions, without the negative consequences that are often associated with hasty action.
Change Management supports business adaptation in several ways. First, effective Change Management offers a standardized method that efficiently evaluates the potential positive and negative aspects of change, and allows for the prompt handling of all change-related activities. Second, Change Management ensures that all changes are recorded, evaluated, properly planned, and accounted for, such that the organization has an ongoing living history of change-related activities. Finally, Change Management minimizes the disruptions often associated with change at all levels.

Changes that are poorly reviewed, assessed, and managed can have a significant, detrimental impact upon business operations. Inadequately reviewed, assessed, and managed changes are equivalent to gambling with the ability of the business to continue operations unimpeded. Changes, while always involving some amount of risk, can be made less risky if they are adequately reviewed, assessed, and coordinated.

Consequences of Mismanaging change

Each of us has been a part of a change that was poorly managed - either as the offender or as the victim. When projects and initiatives are mismanaged from the "people side" of change perspective, results and outcomes are not achieved. 
There are two perspectives about the impact of not managing change effectively: costs and risks. These perspectives play out on two levels - the project or initiative level and the organizational level. While some of these costs and risks may seem "soft" - many of them are quantifiable and can have a significant impact on financial performance - both of the project and of the organization as a whole.  
 Project level impacts

Project level impacts are related directly to the specific project or initiative that is not utilizing change management. These projects can impact tools, technologies, processes, reporting structures and job roles. They can result from strategic planning, from internal stimuli such as performance issues, from external stimuli such as regulation or competitive threats, or from demands by customers and suppliers. The initiatives may be formalized as projects with project managers, budgets, schedules, etc. or they may be informal in nature but still impact how people do their jobs.

While these projects and initiatives can take on a number of different forms, the fact remains that ignoring or mismanaging the people side of change has real consequences for project performance. Below are some examples of the costs and risks at a project level when we do not manage the people side of change.
Costs:

· Project delays 

· Missed milestones 

· Budget overruns 

· Rework required on design 

· Loss of work by project team 
Risks:

· Resistance  active and passive 

· Project put on hold 

· Resources not made available 

· Obstacles appear unexpectedly 

· Project fails to deliver results 

· Project is fully abandoned

When change management is applied effectively, we can prevent or avoid costs and mitigate risks tied to how individual employees adopt and utilize a change.  

Organizational level impacts

The organizational level is a step above the project level impacts. These costs and risks are felt not only by the project team, but by the organization as a whole. Many of these impacts extend well beyond the lifecycle of a given project. When valuable employees leave the organization, the costs are severe and in some cases we can never recover fully. A legacy of failed change presents a significant and ever-present backdrop that all future changes will encounter. 

The organizational costs and risks of poorly managing change include:
Costs:

· Productivity plunges (deep and sustained) 

· Loss of valued employees 

· Reduced quality of work

Risks:

· Impact on customers 

· Impact on suppliers 

· Morale declines 

· Legacy of failed change 

· Stress, confusion, fatigue 

Applying change management effectively on a particular project or initiative allows you to avoid organizational costs and risks which last well beyond the life of the project. 

A third dimension of costs and risks

There is one final dimension of costs and risks to consider, beyond the project and organizational impacts. When we try to introduce a change without using effective change management, we are much less likely to implement the change and fully realize the expected results and outcomes. This final dimension provides answers to the question: what if the change is not fully implemented?
If the change does not deliver the results and outcomes - in large part because we ignored the people side of change - there are additional costs and risk including:

Costs if the change is not fully implemented:

· Lost investment made in the project 

· Lost opportunity to have invested in other projects

Risks if the change is not fully implemented:

· Expenses not reduced 

· Efficiencies not gained 

· Revenue not increased 

· Market share not captured 

· Waste not reduced 

· Regulations not met  
Table II: Summary of Consequences of mismanaging changes in different levels

	
	Costs
	Risks

	Project level
	· Project delays 

· Missed milestones 

· Budget overruns 

· Rework required on design 

· Loss of work by project team

· Your specific project costs
	· Resistanceactive and passive 

· Project put on hold 

· Resources not made available 

· Obstacles appear unexpectedly 

· Project fails to deliver results 

· Project is fully abandoned

· Your specific project risks

	Organizational level
	· Productivity plunges (deep and sustained) 

· Loss of valued employees 

· Reduced quality of work

· Your specific organizational costs
	· Impact on customers 

· Impact on suppliers 

· Morale declines 

· Legacy of failed change 

· Stress, confusion, fatigue 

· Change saturation

· Your specific organizational risks


	If the change is not implemented
	· Lost investment made in the project 

· Lost opportunity to have invested 
in other projects

· Your specific costs if the change is not fully implemented
	· Expenses not reduced 

· Efficiencies not gained 

· Revenue not increased 

· Market share not captured 

· Waste not reduced 

· Regulations not met

· Your specific risks if the change is not fully implemented


3.4. Leadership and Group Dynamics (3hrs)

3.4.1 Introduction to leadership: theories and concepts

Definition

· What is Leadership? (You can use the following space to write your answer)

______________________________________________________________________________________________________________________________________________________________________________________________________________________________________ .

Leadership is a relationship between the individual and the group depending mainly on a certain situation and is very much dynamic in nature.

Peter Drucker the guru of Management defines Leadership as “The only definition of a leader is someone who has followers." While John C Maxwelldefines "leadership is influence - nothing more, nothing less."

According to Tannenbaum, Waschler and Massarik “Leadership is interpersonal influence exercised in a situation and directed through the communication process toward the attainment of a specific goal or goals”. Hence leadership is the process of influencing the members of the group with respect to goal setting and goal achievement. For our purpose leadership may be classified at 3 levels:

· Top Manager – The Big Boss

· Middle Manager – Simply Boss

· Front line Manager – Foreman and Supervisor

All of them operate on different levels and have different responsibilities and duties having the same problem of dealing with people and leading them. This chapter discusses major theories and issues related with leadership and also give suggestion for developing global leaders in the new millennium. 

In the words of Keith Davis, “Leadership is the ability to persuade others to seek defined objectives enthusiastically. It is the human factor that binds a group together and motivates it toward goals”. 
In the words of Gupta, “Leadership may be defined as a process of influencing the action of individuals as members of a group to achieve the desired goal in a given situation use of force by the leader.

Hodge and Johnson are of the opinion that, “leadership is fundamentally the ability to form and mould the attitudes and behavior of other individuals, whether informal or formal situation and that management relates to the formal task of decision and command.” 

Ivencevich, Szilagyi& Wallace, defines leadership “as the relationship between two or more people in which one attempts to influence the other toward the accomplishment of some goal or goals. Thus, leadership is a process of influencing other people to mobilize and direct their efforts towards certain goals and to accomplish these goals through them.

Remember Leadership is a process and not a position. This important process has three important components/ingredients 1) Leader, 2) Followers and 3) Situation; these are the three components play very important role on the process of leadership.

Leadersare those persons who are able to influence others and who possess managerial authority.

Leadership, then, is the ability to influence a group toward the achievement of goals. Trust is the foundation of leadership. Leaders develop an environment of trust where the organizational members tend to establish a follower-ship with the leader.

Who is a leader?A leader is defined as any person who influences individuals and groups/teams within an organization, helps them in the establishment of goals, and guides them toward achievement of those goals, thereby allowing them to be effective.

If you study the life of successful leaders, you can find them a challenges of the process, they inspire a shared vision, enable others to act, they model the way by showing the path, encourage the followers, act as change agent and take followers to the destination. Similarly, we also discussed leaders of corporate sector who created impression in this world.

Think of someone in your life whom you would consider as “Leader”. What are the qualities of character that this person has? Here are some well recognized important characters that person “leader” may have.

Table I:  Important Characters of Leaders                                                                  

	Honest                                                                 
	Trustworthy

	Good Role Model                                                         
	Caring

	Committed                                                                    
	Good listener

	Treats People with Respect                                         
	Positive and Enthusiastic

	Risk Taker                                                                    
	Planner

	Decision Maker                                                             
	Consistent

	Transparent                                                                   
	Responsible

	Open             
	Accountable

	Sensitive                                                                         
	Connected to the Community

	Knowledge                                                                     
	Wisdom

	Social Skills
	


Source: Virtual University of Pakistan
Are we born with these qualities or are they learned behaviors? To some degree we have all of them; some more so than others. We must choose and work to strengthen these qualities in ourselves if we are to be effective leaders.

Today's effective leaders must have the capability and confidence to build and develop focused and motivated teams that deliver outstanding operational performance in line with the strategic goals of the organization. This course highlights the processes and techniques leaders have at their disposal to develop their effectiveness and maintain top team performance.

Leadership is the process of guiding & directing the behavior of people in the work environment

· Formal leadership: the officially sanctioned leader-ship based on the authority of a formal position. 

· Formalleaders: are members of an organization with authority to influence other members to achieve organizational goals.

· Informal leadership: the unofficial leadership accorded to a person by other members of the organization. 

· Informal leaders:lack formal authority, but sometimes exert just as much influence as formal leaders and sometimes more. Informal leaders influence others, based on special skills or talents that help achieve group goals.

 The Concept of Leadership

Historically the concept of leadership has had two distinct phases differing considerably in their philosophy. These are:  

A. Scientific Management: The first phase originated in the early 1890’s by Taylor. In this system the manager’s sole purpose was to expedite the goals of the organization and the management was completely impersonal. The personal interactions were ruled out. Hence Bennie (1966) said that the philosophy of Scientific Management was that the only road to efficiency and productivity was to surrender man’s needs to the services of a blood less machine. 

B. Human Relation phase: The second phase was the Human Relation phase. The Hawthorne studies marked the beginning of the end of scientific management. If Taylorism implied organization without considering the human element taken, the extreme form of human relation notion implied people without any organizational constraints. Such extreme views are futile. Any useful and meaningful model of leadership must certainly include both the aspects and must admit that the organizational structure goals and objectives are also as important as the interpersonal relationship between employee and supervisors. 

Characteristics of Leaders

The following are the characteristics of leaders: 

· The leader is constantly interacting and commanding.
· They motivate others (team members),

· They are good team builders,

· Solve problems of others and organizations, 

· They are good listeners and resolve conflicts, 

· Anticipate  Change and mange it within team and organizations

· They encourage risk taking by their team members

· They promote creativities.

· The leader makes the organization a part of his self-image.

· The leader’s personal goals, values and feelings are organizationally centered.

· The leader handles the supervisors as individuals.

· The leader controls the transmission of important information.

· The leader emphasis the present and

· The leader sets realistic goals.

Yukul identified four common traits or areas of competence shared by all ninety leaders.

· Management of attention:The ability to communicate a sense of outcome, goal, or direction that attracts followers.

· Management of meaning: The ability to create and communicate meaning with clarity and understanding.

· Management of trust:The ability to be reliable and consistent so people can count on them.

· Management of self: The ability to know one’s self and to use one’s skills within limits of strengths and weaknesses.

Qualities of Leaders

Real leaders have certain qualities which make them different from rest of the team members / followers. Few of those qualities are given in the following manner: 

1. Vision: A leader has to have some ideas about his/her organization, about how the future could be different. A leader requires strong sense of purpose and should be clear in concept of collective Vision (Organization) and recognizes what must be done and how to makes strategies for the accomplishment of their vision. Clear concepts about vision can make a leader more focused and effective. Vision about what is happening, what needs to be done and what is coming in future.
2. Ability: Leaders must know about his or her Job and keep knowledge updated and have ability to understand information, formulate strategies, and make the decisions. If leader fails to do all these, employees do not respect him/her, and ultimately leader loses faith and trust. That will be failure of a leader. Followers always look toward leaders when making decision, when they are in problem, or stuck or when things are not working. They will look toward leaders. Even for technical issues, they will look toward leaders for solution. So a leader must have the ability to handle all such issues.
3. Enthusiasm: This is also an important trait of leaders. Leaders always create excitements, which causes others to become interested and willing to accept the challenges. Leaders always generate enthusiasm in followers so that this excitement can trigger the goal oriented actions and ultimately followers get motivated and involved in the achievement of the organizational goals.
4. Stability:Stability is another important quality of leaders. Leaders need to be emotionally stable in handling challenges, in decision making and during the time of pressures. During the process of leadership plus and minuses do come and leaders need to face them with courage and unless they have stability in their personality, this will become very difficult. Leaders should possess objectivity, should not bring personal problems to work and be emotionally stable.
5. Concern for Others: Leaders must be concerned always for their followers, with their welfares and don’t treat them as machines. It is always the responsibility of the leaders to think about the welfare of the employees. A leader must have a humble and caring attitude towards employee/followers. So that if he/she always puts the interest of others first the loyalty will be built, and ultimately the employees will work with more devotion and commitment.
6. Self – Confidence: Self confidence is very important quality one should have. For leaders this will become even more important. All we discussed different leaders qualities above, these are all linked with the self concept. With self confidence, leaders can manage and handle even difficult situations. That is the trait/quality which is appreciated by all concerns. Successful leaders stay calm and confident and show confidence in their actions.
7. Persistence: Determination of a leader is also very important for business success. So, a leader should have the devotion and commitment for business and continuously motivate the employees for achieving the organizational goals. The outgoing approach and persistence approach is always paying and pushing the followers for the accomplishment of goals.
8. Vitality: Leaders need strength/energy and stamina. Effective leaders are electric, vigorous, active, and full of life, regardless of age or disability. These qualities energize followers too. To achieve goals, leaders need stamina, energy, health, and vigor. Same is true for followers.
9. Charisma: A Personality Trait, a quality that generates others’ interest and creates followers. To influence others, charisma plays very important role.
10. Integrity: The most important quality of leader is honesty, strength of character, and courage. Leaders need to have strong integrity. So leader must have loyal, honest with his/her work and also with his/her team too. It will also lead to trust and respect. Honesty, strength of character, and courage will always lead to trust building, creating loyalty.
Leadership Theories/Approaches

A review of the leadership literature reveals an evolving series of 'schools of thought' from “Great Man” and “Trait” theories to “Transformational” leadership (see table). Whilst early theories tend to focus upon the characteristics and behaviors of successful leaders, later theories begin to consider the role of followers and the contextual nature of leadership.

Table II.  A review of Leadership Theories 

	Great Man Theories 
	Based on the belief that leaders are exceptional people, born with innate qualities, destined to lead. The use of the term 'man' was intentional since until the latter part of the twentieth century leadership was thought of as a concept which is primarily male, military and Western. This led to the next school of Trait Theories 

	Trait Theories 
	The lists of traits or qualities associated with leadership exist in abundance and continue to be produced. They draw on virtually all the adjectives in the dictionary which describe some positive or virtuous human attribute, from ambition to zest for life 

	Behaviorist Theories 
	These concentrate on what leaders actually do rather than on their qualities. Different patterns of behavior are observed and categorized as 'styles of leadership'. This area has probably attracted most attention from practicing managers 

	Situational Leadership 
	This approach sees leadership as specific to the situation in which it is being exercised. For example, whilst some situations may require an autocratic style, others may need a more participative approach. It also proposes that there may be differences in required leadership styles at different levels in the same organization 

	Contingency Theory 
	This is a refinement of the situational viewpoint and focuses on identifying the situational variables which best predict the most appropriate or effective leadership style to fit the particular circumstances 

	Transactional Theory 
	This approach emphasizes the importance of the relationship between leader and followers, focusing on the mutual benefits derived from a form of 'contract' through which the leader delivers such things as rewards or recognition in return for the commitment or loyalty of the followers 

	Transformational Theory 
	The central concept here is change and the role of leadership in envisioning and implementing the transformation of organizational performance 


Each of these theories takes a rather individualistic perspective of the leader, although a school of thought gaining increasing recognition is that of “dispersed” leadership. This approach, with its foundations in sociology, psychology and politics rather than management science, views leadership as a process that is diffuse throughout an organization rather than lying solely with the formally designated ‘leader’. The emphasis thus shifts from developing ‘leaders’ to developing ‘leader-full’ organizations with a collective responsibility for leadership. 

Leadership Styles Based on Authority

1. Autocratic leadership:This type of leadership is practiced by the managers concentrating on power and authority within themselves. Leader expects high degree of compliance by subordinates. He is dogmatic and positive in his approach. Manager exhibiting this type of style has the ability and enforces decision by use of rewards and fear of punishment. Communication tends to be primarily in one direction from manager to follower. Some autocratic leaders are seen as “benevolent autocrat.” Though they listen considerably to their followers’ opinion before making any decision, the decision remains to be their own. They seemingly consider their subordinate’s ideas but when it comes to decision making they are more autocratic than benevolent. An advantage of autocratic leadership is the speed of decision-making, as the leader does not have to obtain group members approval. However there appears to be a low morale syndrome on the group members because their views are not given due consideration and may resent the decision and support the same as little as possible. 

2. Democratic or Participative Leadership: In contrast to autocratic leadership, democratic or participative leader consults subordinates, encourage participation in decision-making. In the process of interaction with subordinates, democratic leader suggest actions or decisions and obtains views of those under him. He has respect for subordinates view and does not act without their concurrence. The leader is supportive. This style of leadership has various advantages, which include high morale and support of subordinates, smooth implementation due to subordinates being party to decision making. Because of the participation of subordinates, the quality of decisions is better as compared to the autocratic leader. Disadvantages include slower decision, lack of accountability for decisions per se and possible compromise in the process of trying to please majority of the people involved in decision-making.
3. Laissez – faire Leadership: A leader who practices laissez-faire leadership is also called “free rein” leader who uses his power very little giving subordinate full freedom of action and independence for setting their goals and means of achieving them. These types of leaders depends heavily on subordinates and see their role as one of aiding the operation of followers by furnishing required information when asked for and acts only as contact between various departments and outside agencies (external environment). Here the leader attempts to exercise very little control or influence over the group members. Such type of leadership style promotes individual growth and freedom of action for goal setting. However, the loose control by the leader over the group may lead to lack of group cohesiveness and unity of purposes toward organizational objective. This may ultimately led to inefficiency and even worse to chaos.
3.4.2. Conflicts and Conflict Management

Meaning and Nature of Conflict

Conflict can be defined (Thomas K.A.) as the, “process that begins when one party perceives that another party has negatively affected something that the first party cares about.”Conflict must be perceived by either of the parties. Stiff opposition due to incompatibility of organizational goals characterizes it. Conflict can also be caused due to difference about interpretation of facts or issues involved. Conflict takes an uglyturn and takes a form of violence due to disagreement based on behavioral expectations. Itcould be covert or overt and can be seen when one observes violent acts of individual inorganizations. 

Austin defines conflict “as a disagreement between two or more individuals or groups, with each individual or group trying to gain acceptance of its views or objective over others.”

Conflict Management focuses on maintaining conflict at functional levels for a department, work unit, or an entire organization. Conflict management does not mean the complete elimination of conflict nor does it refer only to conflict reduction. It means maintaining conflict at the right level to help the department, work unit, or, organization reaches its goals. Basic to the process of conflict management is the selection of a desired level of conflict. The desired level of conflict varies according to the perceived conflict requirements of the unit. Several factors affect the choice of the desired level of conflict, organizational culture place differing values on debate, disagreement, and conflict itself. Managers in organizational cultural, that support debate, doubt, and questioning may perceive a higher desired level of conflict than chose who do not. The nature of the organization’s products or services also affects the desired level of conflict. Creative and innovative products or services require a higher level of conflict than more routine and predictable products and services.
Organizations facing fast-changing external environments require higher conflict levels for successful adaptation than organizations facing stable external environments. Suppression and withdrawal are two symptoms of dyes-functional low conflict. Suppression includes denial of different and a desire to perceive similarities between parties that do not exist. Repressing controversial information and prohibiting disagreements about legitimate issues also are signs of suppression. Withdrawal includes reduced communication to avoid interactions that could lead to controversy, the belief in “peace at any price”, and walking away from a disagreeable interaction. Because of the growing complexities of organizational life and the demands made upon individuals and groups, conflicts is more likely to be a usual occurrence than a rarity in contemporary organizations.

Functional and Dysfunctional Conflict

Conflict that supports the individual and group goals, which leads to higher performance is called functional conflict while the conflicts that hinders individual or group performance is called dysfunctional conflict. The latter generally takes destructive form. There is thin margin between the two types of conflicts mentioned above. While evaluating the impact of conflict on goal achievement, individual perception and effect of group performance should be evaluated. If the conflict contributes towards higher performance then the conflict should be called functional or otherwise dysfunctional. 
Conflict can be broadly classified in three types i.e. task oriented conflict, behavioral conflictand structural conflict or process conflict.

· Task conflict relates to the group goals or objectives to be achieved by the group.

· Behavioral conflict relates to individual’s value system, approach, attitude, ego state, skill and norms being followed by him. Studies reveal that most of the dysfunctional conflict falls under this category. 

· Process conflict is related to how a task is being accomplished in the organization. It is related with various processes, procedures, drills and instructions that are being followed on a particular job. When individual differs in this regard, conflict arises. This type of conflict can be eliminated to a large extent by following strict discipline in the work procedure and adhering to the rules and regulations. A positive point of functional conflict is as under:

    Functional Conflict

· Conflict develops cohesiveness within the group members. A group goal therefore becomes a priority. Individual goals are then relegated to secondary position.

· Conflict leads to innovation and creativity, as there is competing sprit among various groups.

· Conflict provides challenging work environment and enhances opportunities for Self-development of group that leads to formation of group norms.

· Enhance work culture leads to up gradation of various systems within the organization and therefore growth is achieved.

 Dysfunctional Conflict

Conflict may turn out to be detrimental and disastrous and having deleterious effects. Dysfunctional nature of conflict can be identified in the following circumstances:

· When conflict does not lead to solution.

· When basic goals of the organization are neglected.

· People should be treated with due respect. If it is violated and a climate of distrust and suspicion is created people feel defeated and demeaned which develops antagonism and leads to conflict.

· Conflict may lead to absenteeism and subsequently to increased turn over if not controlled in time.

· Dual management style may create hatred and lead to dysfunctional conflict.

· Disagreement with management may be considered as disloyalty, if this environment prevails, an opportunity for creativity would be lost and employees would lose interest in their job. This would lead to increased conflicting situations.

Nature and Scope of Conflict
Every organization has its objective. It is further broken down as departmental objectives, group goals and lastly individual goals. When individual interacts with another individual there is perceptual and communication problems that causes misunderstanding and leads to individual conflict situation. It is also true of groups. Group conflicts indicate the way of inter-group behavior in an organization. Inter-group conflict occurs due to group competition and group cohesiveness. This leads to a feeling of ‘we’ and ‘they’. “We are always right and they are always wrong”, hence a beginning of conflict. Aims and objectives of various organizations differ drastically that give rise to greater competition hence a high level of conflict. Conflict can arise between employer and employees, management and workers, one department and another, stakeholders, shareholders, producer and customers and between various trade unions that are often politically motivated. 
Conflict can be considered as expression of hostility, negative attitude, aggression and gross misunderstanding. It is caused due to varying interest of individual or groups. Pondy has described that the term ‘conflict’ is used in four ways to indicate: -

· Antecedent conditions of conflicted behavior, such as scarcity of resources.

· Affective states of individuals involved such as stress, tension, hostility, anxiety etc.

· Cognitive state of individuals that is their perception or awareness or conflicted situations.

· Conflicted behavior, ranging from passive resistance to overt aggression.

Transition of Conflict

The following are transitions of conflict: 

Traditional view

During 1930-40s, conflict was considered to be bad and viewed negatively. It was considered harmful, unnecessary and considered synonymous to violence, destruction and irrational. The view held that the conflict arose due to poor communication, lack of openness, lack of trust and failure of managers to be responsive to the needs and aspirations of their employees. The view further held that the conflict must be avoided at all costs. During the same period, the scientific management and administrative school of management that were in the state of evolution, developed such organizational structure where responsibilities had been properly laid down, and rules, regulations and policies had been inbuilt in the system. Thus a proper mechanism was introduced in the management systems and an adequate attention was paid by the managerial staff to ensure that there was no misunderstanding among the employees and that the conflict was avoided.

Human Relations View
Human relations view, which prevailed between 1940-70 states that conflict, is a natural occurrence of individual behavior and that the conflict cannot be avoided. The theory propagated that we must accept conflict since we cannot eliminate the same. It further states that organizations must lay down proper policy and procedure, set achievable goals. Have proper communication and thereby avoid stress and strain. Resources should be properly allocated and steps taken to avoid occurrence of conflict. An environment of trust, cooperation, friendship and sharing is built amongst the employees so that increased productivity for the organization is achieved. Avoidance of conflict and trust building is the key for the prosperity of the organization.
Behavioral View

Behavioral scientists encourage conflict on various grounds. They feel that a group having inter-group harmonious relations, peace and cooperation among group members is likely to be non-vibrant, static in nature and can display apathetic attitude towards group members. In this situation the groups are non responsive. What is required today is innovation, creativity and an ability of the group to meet the social obligations. Hence there is a need for maintaining minimal level of conflict within the group. This would lead to group being viable. Group members should be self-critical and develop creativity. Minimum level of conflict between the groups would increase competitiveness that will lend itself to higher productivity and increased job satisfaction. It must be borne in mind that only minimum level of conflict is necessary for it to be beneficial. Behavioral view proposes that because people differ in their attitudes, values and goals, conflict is but a natural outcome in any group of people and that it can be helpful and constructive. (Chandan S). The neo-classicists emphasized the understanding of individual psychology, development of informal groups, informal leadership, and a democratic-participative leadership style so as to avoid conflicts and establish harmony in the organization.

Modern View

The modern view holds that conflict may be necessary for organizational effectiveness. It is believed that harmonious, peaceful and cooperative groups can become static and un-innovative. Minimum level of conflict that keeps the group alive, self critical and creative is desirable. Modernists believe that conflict is structural in nature, is inevitable and endemic to the organizational milieu. It is a product of systems and determined by structural factors and integral to the nature of change. When groups interact there is bound to be difference of opinion and disagreements, which is a cause for conflict. It exists even when there is single individual who is faced with organizational problems like decision making. Conflict should be welcomed and managed effectively. Some of the positive points of minimum level of conflict are as under:

· Conflict should be expressed. By doing so, communication between two groups is restored that promotes growth.

· Minimum level of conflict serves as pre-requisite for organizational development. Conflict brings changes. 

· Conflict helps achieve cohesion within the group that develops group identity and members of the group follow group norms setting aside personal problems. This tendency leads higher level of productivity, sense of identity with the organization and increases group ability to compete with groups and departments.

· Poor decisions are detrimental to organizational growth. Minimum level of conflict promotes stimulus for analytical thinking, which may challenge views, policies and systems prevailing in the organization. It will lead to reviews hence new policies may be introduced in the organizations.

· Conflict can serve as power equalizer between two parties. This is clearly observed during management union meetings. While management is powerful at the beginning of the discussion it however tends to equalize itself as the discussion proceeds.

Sources of Conflict

The following are the source or causes of conflict: 

Communicational Aspect
Communication is an important process in the organization. Poor communication, passing of incomplete information to a department may cause conflict because this may have far reaching consequences in attainment of organizational goals. Importance of full and complete communication cannot be over emphasized in the fast moving organizations in the present era of information technology. Some of the reasons for poor communication are as under:
· Inadequate communication: where too much or too little information is passed from one department to the other.

· Filtration effect: where end receiver receives very scant information having little or no value.

· When information is not received on time: it must be noted that delayed information has no value as the decision might have already been taken without the information.

· Barriers of culture, language.

· Inadequate training of sender and receiver.

· Noise problems.

Types of Conflict

As discussed earlier, organizations exist based on various groups and departments where scares resources have to be put in to use through various processes. Systems and subsystems exist in the organizations that are managed by individuals and work teams or work groups. While interacting with each other on individual, team or group levels, there may be occasions when conflict occurs due to perceptual differences. The conflict may be intra-personal, inter-personal, intra-group, inter-group or intra-organizational in nature. These are discussed below.

Intra-personal Conflict

Intra personal conflict is also called the conflict within the individual. This type of conflict can be of two types: -

1. Value Conflict: Every individual has to play certain roles, which conforms to his value system. However, there are certain situations when an individual may have to compromise on value system and beliefs. For example, finance manager of an organization, while submitting tax returns to the government may conceal some facts, which may go against his belief and value system. This situation may cause tension and conflict within the individual.

2. Decision-Making: Problem solving is one of the important jobs every individual has to undertake in work environment. Every problem has various courses open. At times it is difficult for a person to select an appropriate course of action. This situation causes conflict within the individual. He therefore will have to take decisions based on the past experience and the knowledge. It may be noted that decision-making has become simpler these days due to firstly; information technology where required data is available and secondly, group decision is the norm in most of the organizations.

Inter-personal Conflict

Inter-personal conflict relates to conflict between two or more individuals and is probably the most common and recognized form of conflict. Interpersonal conflict is caused due to disagreement over goals and objectives of the organization. These are heightened due to difference of opinion of individuals and when issues are not based on facts. Every organization is full of unresolved issues and problems differing situations that lead to conflict. Conflict can also take place between one person of a group with another person of the same group or another group on issues relating to decision-making. Individuals may have a difference of opinion on selection of a particular course of action that will lead to disagreement and often result in the conflict. It is the merit of the issue, and willingness of members of the organization to accept the others point of view that will avoid the conflict situation.

Intra-Group Conflict

Intra-group conflict relates to values, status and roles played by an individual in the group and the group norms. Individual may want to remain in the group for social needs but may disagree with the methods and procedures followed by the group. The conflict may arise when social changes are incorporated in the group. When group faces new problems and when values are changed due to change in social environment. Intra-group conflict is like Inter- personal conflict except that the people involved in the conflict episode belong to acommon group.
Inter-Group Conflict

Conflicts between different groups, sections and departments are called inter-group conflict. For example, conflict between production and sales departments over the quality being produced and the customer requirements. Inter-group conflict causes due to factors inherentto the organizational structure like independence, inconsistency in various policy matter,variance on promotion criteria, reward system and different standards being adopted fordifferent sub-units and departments. Organizational objectives can only be achieved whenall departments work towards attainment of organizational goals. This is possible wheninteractions between departments are smooth and cordial. Conflict can be avoided by better communication between departments, joint decision making, removing disparity ingroup goals and paying due respect and displaying concern for other group’s views.

Inter-Organizational Conflict

Inter-organizational conflict takes place between two dependent organizations. Conflict can take place between government organization, unions and the operating industry.Government organizations function to ensure that minimum standards are followed bythe organizations. Managers must try and reduce inter-organizational conflicts by adoptingpositive approach and by following strictly, the rules and regulations laid down by thegovernment agencies. Conflict can also take place between seller and buyer organizations.

Intra-Organizational Conflicts

Intra organizational conflict encompasses horizontal, vertical, line–staff and role based conflicts. Let us briefly study these situations.

a. Horizontal Conflict:Horizontal Conflict is caused due to incompatibility of goals, sharing limited resources and difference in time orientation. It leads to tension, misunderstanding and frustration onthe part of both the parties. Horizontal conflict relates to employees or group at the samelevel. Organizational goal at implementation level vary from department to department.Finance department may not be able to spare additional amount as may be required by research and development department for new product development that may causetension, misunderstanding between two individuals or departments. Individuals may notbe able to meet the targets of production in given time due to variety of reason that maycause conflict with sales department as the latter would like to flood the market with theirproduct to make the presence felt. It has been seen that due to increased interdependenceof individuals or groups to carry out various functions, situations do arise where there is difference of opinion on issues that cause conflict between individuals or groups.
b. Vertical Conflict:Vertical conflict refers to conflicts that might take place between different levels of hierarchy.Conflicts between subordinates and superior occur due to incompatibility. It is generallycaused because of differences in perception, value system, goals that may be assigned,cognition and difference in individual behavior. Conflict is also caused due to inappropriatecommunication between individuals at two different levels.
c. Line and Staff Conflict:Line and staff conflict has been traditional. Line authority creates product and servicesand contributes directly towards the revenue generation. While staff authority, assists lineauthority and acts in advisory capacity. Staff and line authority have a differentpredispositions and goals. They have different skills and expertise. Since staff authority(managers) are in the chain of command and have a day to day access to the top boss, havea tendency to dictate terms to the line authority and usually disregard the working knowledgeof the line authority. They have tendency to dominate and disregard the efforts putin by line authority managers. On the contrary staff managers have a technical knowhowand they are able to advice the line authority to cut down cost of production and save onwastage etc. Line authority does not like their advice at times. Staff managers get frustratedwhen their suggestions and ideas are not implemented by line managers and hence thecause for conflict. In the process the organizational goals are not achieved as per plans.
d. Role Conflict:A person in an organization has to perform various roles. Conflict arises when roles assignedto him have different expectation. ‘Time’ management may cause conflict. A person may beasked to take care of an additional section in the absence of section head. Value system inan organization is also a cause for conflict. Supervisor is asked to be honest while he isdealing with sale of the product while the same person may be asked to pay commission toan official from whom a sanction is required to be obtained, thereby causing a conflictsituation in the ethical value system of an individual. When an individual is line or a staffemployee and also a union representative, has to perform duties of conflicting naturehence a role conflict.
Conflict Process

Pondy developed a conflict process model, which is useful to understand how a conflict starts. He has delineated five steps that he calls as ‘conflict episode’. These are latent conflict, perceived conflict, felt conflict manifest conflict, conflict resolution andconflict aftermath.

Latent Conflict

It is a first stage of conflict when conflict-promoting situations appear on the scene between individuals and groups. In this stage potential conflict inducing forces exist. For example demand for various resources by departments when some may get and be satisfied and others may not get and be dissatisfied. Hence there may exist in a situation between two groups. At this stage the seeds of dissatisfaction have been sown.
Perceived Conflict

When one party frustrates the design of the other party, people perceive that a conflict condition exists. For example sales manager may need additional budget for promotional activities which financial manager may not release. The sales manager may attribute lack of finance as potential cause for fall in sales. Thus a conflict between the two may brew. At this stage the conflict does not surface.
Felt Conflict

At this stage, the conflict is actually felt and cognized. As stated earlier, the funds are not released by the finance manager and the problem is being surfaced and there is a likelihood of confrontation.
Manifest Conflict

In this stage, there is not only recognition or acknowledgement of conflict but also manifestation of conflict by covert or overt behavior. It is a stage of open dispute. Both parties devise their strategies to face each other. In the above example sales manager may make his point for additional funds for promotional activities especially during festival season. Finance manager may openly turn down the request since he might have allotted additional funds for procurement of better raw material for production department. Sales manager may argue that better raw material has no meaning unless the facts are brought to the notice of customers, which can only be done through promotional campaign. The debate may be unending and frustrating.
Conflict Aftermath

Once the conflict is resolved between the two parties, there is always a party, which is looser because the resolution is the outcome of win – lose or the compromise strategy, a stage is set for subsequent conflict episodes. A party, which feels defeated, may start preparations and be on the lookout for the assault to take the revenge. Conflict resolution has been added as an additional box in the figure to elucidate that conflict aftermath is a direct function of the results of the conflict resolution style adopted and exercised in any given situation.
Conflict Resolution Model

The following are the conflict resolution models:

Avoidance
One or both parties could avoid facing the conflict. The situation pertains to un-cooperative and unassertive behavior on the part of parties involved. A Party may avoid facing B Party. When situation reaches a point of negligence by A Party, B Party may take advantage of the situation. By avoiding, the individual might side step, postpone or even withdraw from the conflicting situation. This strategy is useful when issues involved in conflict are of a very minor nature or when more important issues deserve attention. This strategy suits a manager whose power base is very low and there is no chance of satisfying one’s own concerns. Avoidance strategy should be applied when one feels that people in the organization should cool down so that the issue can be handled at a later date in a better psychological environment. The issue can also be postponed if additional information is required to be obtained. Avoidance is a poor strategy hence if someone else is able to handle the situation of conflict more effectively; he should be allowed to do so. Managers having high score on avoidance as a strategy of conflict management, may suffer from delayed decision making and hence the loss to the organization. Those who have a low score on avoidance thereby wanting to attend to every single issue may spend lot of time on every trivial issue, hurt people’s feelings and stir hostility in the organization that should be taken care of.
Competing

This strategy may be adopted when other strategies of conflict resolution are not workable. Competing is also useful in emergencies where quick decisions are required. In this strategy power must be used unilaterally as a weapon when unpopular decisions like termination, pay cuts, layoffs, cost cutting and enforcing discipline are required to be taken. This strategy is based on win-lose principle of managing conflicts. The managers who are high on power base have an added advantage in using competing strategy because people from opposite side would not dare confront a person who is so powerful. There is a tendency that managers using this strategy should be careful about ‘yes’ men around them. They should identify conflicting situations and take bold decisions based on win-lose strategy. On the other hand there are managers who are low on competing mode, are likely to feel powerless in many situations. Not realizing that though they have power but they are not comfortable using it. By trying to use power, one could enhance one’s achievement. Another drawback in scoring low is that such individuals find it difficult to take bold stand on various issues concerning organizations. In situations when a manager is very low on ‘concern for the people’ may postpone vital decisions on matters pertaining to subordinates that may be detrimental to organizational effectiveness.

Collaborating
Strategy of collaboration involves attempt of one party to work with the other party in cooperative manner and find solutions to the problem for mutual benefits. The strategy involves identification of areas of disagreement, examining the issue in greater detail and a workable solution arrived at, which is for mutual benefit. This strategy signifies when two sets of solutions are important for both parties to be compromised, hence finding integrated solution become imperative. This strategy signifies joint efforts, gain for both parties and integrated solutions arrived at by consensual decisions. Sekaran concluded that when people are high on collaborating, they have to be concerned about how they spend their time and other organizational resources. Collaboration is time and energy consuming. Not all situations need collaborative solutions. Over use of collaboration and consensual decision-making may reflect risk aversion tendencies or an inclination to defuse responsibility. When people score low on collaborating, they may fail to capitalize on situations, which would benefit immensely from joint problem solving. Also by ignoring the concerns of employees, decisions and policies may be evolved, which make the organizational members both unhappy and uncommitted to the system. The strategy attempts a win - win solutions to their goals.

Accommodating

In accommodating mode a person scarifies his own interest for accommodating other person’s interest. It is form of selfless generosity, obeying other person’s point of view. This mode is usually adopted when other person’s view is stronger, you want to achieve goodwill and indicate that you are reasonable. This strategy of conflict resolution is important when you want other person to give at a later date when it favors you. Sekaran concluded that when people are high on accommodating score they might be differing too much to the wishes of others and pay very little attention to their own ideas and concern even though they may realize that they are not getting the attention they deserve. This might even lower one’s self esteem in addition to depriving on the influence, respect and recognition from others, since it negates the potential contribution that individuals are capable of making to the organization. While individual low on accommodating score, they should start thinking about whether they lack the goodwill of others and whether others perceive them as unreasonable, uncompromising, rigid and demanding.

Compromising

In conflict situation, compromising is a mode when both parties try to find out some expedient, mutually acceptable solution that scarifies both the parties partially. In compromising, there is no clear winner or loser. None of the parties is fully satisfied as they ration the object of conflict and accept the solution which is not complete to either of the parties. In compromising, there is a possibility of an atmosphere of ‘gamesmanship’ in the work environment. There is also a possibility of compromising on certain principles of behavior which are not desirable. Values, ethics, principles and long term objectives of the organization must be protected while adopting compromising. When people are tough to compromise, they find it hard to make concessions and land up in power struggle that must be avoided. Compromising policies can easily be adopted when competing or collaboration strategy fails. Research indicates that people have underlying disposition to handle conflict in certain ways. Especially individuals have preferences among the five conflict handling intentions. Their preferences tend to be relied upon quite consistently, and a person’s intentions can be predicted rather well from a combination of intellectual and personality characteristics. When confronting conflict situation, some people want to win it at any cost, some want to find an optimum solution, some want to run away, others want to be obliging, and still others want to “split the differences” (Robbins Stephen P.).

Women Leadership 

The natural leadership talents of women:

For millions of years, men and women did different jobs, tasks that required different skills. As natural selection weeded out less able workers, time carved differences in the male and female brain. No two human beings are alike. Countless cultural forces influence how men and women think and act. And each one of us is an elaborate mix of both male and female traits. Yet, on average, each sex has its own range of abilities; each is a living archive of its distinctive past.

Helen E. Fisher, (Ph.D) in her research identified some talents that women express more regularly than men; aptitudes that stem, in part, from women’s brain architecture and hormones, skills that leadership theorists now espouse as essential to leadership effectiveness. These talents are not exclusive to women, of course, yet women display them more regularly than men. These natural talents are:

1. Web Thinking: Women’s Contextual View

One remarkable difference is (HF) the way that men and women tend to think. Psychologists report that when women cogitate, they gather details somewhat differently than men. Women integrate more details faster and arrange these bits of data into more complex patterns. As they make decisions, women tend to weigh more variables, consider more options, and see a wider array of possible solutions to a problem. Women tend to generalize, to synthesize, to take a broader, more holistic, more contextual perspective of any issue.  

According to social scientists and business analysts, women are better able to tolerate ambiguity—a trait that most likely stems from their ability to hold several things simultaneously in mind 

2. Mental Flexibility

Women’s brain architecture for web thinking has endowed them with another natural talent—mental flexibility. Mental flexibility is an essential trait of leadership in our dynamic global economy.

In a recent study of nine hundred managers at top U.S. corporations, researchers reported that “women’s effectiveness as managers, leaders and teammates outstrips the abilities of their male counterparts in 28 out of 31 managerial skill areas.” Among these skills was “generating new ideas.”

3. Verbal Articulation: Words Are Women’s Tools

 Women have other skills that enable them to lead. An exceptional female talent is the ability to find the right word rapidly—basic articulation. Women’s verbal skills begin to emerge in early childhood. Infant girls babble more than infant boys. They speak sooner, with longer utterances and more complex grammatical constructions. By age twelve, girls excel at grammar and spelling and at understanding and remembering what they read. Words were women’s tools. Words still sway minds and hearts. And as contemporary women leaders have opportunities to express their “voices” in the workplace, their power will increase.

4. Executive Social Skills

Women have what scientists call “executive social skills.” From millennia of rearing prelinguistic babies, women have evolved a keener ability to pick up the nuances of posture and gesture, read complex emotions in faces, and hear slight changes in tone of voice. Women, on average, have a better sense of taste, touch, smell, and hearing.

They see better in the dark, have better peripheral vision, and remember more objects in the room or landscape

5. Networking, Collaboration, and Empathy

Along with women’s executive social skills are their remarkable facilities for networking, collaboration, empathy, inclusion, and sharing power. Men tend to cast themselves within hierarchies and view power as rank and status; women, on the other hand, form cliques and regard power as an egalitarian network of supportive connections. These traits have also been linked with hormones.

When birds and mammals are injected with the predominantly male hormone, testosterone, they begin to fight for rank; infusions of estrogen tend to produce nurturing and connecting behaviors instead. These feminine dispositions to work in egalitarian teams, network, and support others were unquestionably vital to ancestral women who needed to support one another and their children.

Today these traits are still more impressive contributions to the contemporary business environment

Learning Activity:  Students visit actual agribusiness firm (s) or any other Organization(s) to see their leadership style and conflict management system.

Continuous assessment: Test and group report/presentation on the visit will be used to assess the students’ understanding level on leadership and group dynamics concept.

Summary

· “Leadership is interpersonal influence exercised in a situation and directed through the communication process toward the attainment of a specific goal or goals”. Hence leadership is the process of influencing the members of the group with respect to goal setting and goal achievement

· A good  Leaders are expected to have the following qualities: vision, ability, enthusiasm, stability, concern for others, self – confidence, persistence, vitality, charisma and integrity

· Conflict can be defined (Thomas K.A.) as the, “process that begins when one party perceives that another party has negatively affected something that the first party cares about.
· The conflict may be intra-personal, inter-personal, intra-group, inter-group or intra-organizational in nature.

· Depending on the nature of conflict and its magnitude, organizations can use avoidance, competing, collaborating, accommodating, and compromising as a means to resolve conflict
3.5. Participatory Process in Value Chain (7hrs)
· Can you explain the concept of Participatory value chain development? (Use the following space to write your answer)

______________________________________________________________________________________________________________________________________________________________________________________________________________________________________​_______________________________________________
 Significant stakeholder involvement in a value chain development initiative increases the likelihood of success and sustainability. With broad participation, solutions to value chain constraints are generally more appropriate to the local setting, and when stakeholders understand and take ownership of the value chain development process they are more likely to remain actively engaged beyond the life of the project.

The value chain approach necessitates consideration of all actors in a market system—the private-sector firms in the value chain from input supply through to end market retailers, service providers, and public and private decision-makers in the enabling environment—and is there-fore intrinsically participatory to some degree. However, emerging best practice in value chain development recommends a greater level of participation. Explicitly engaging key actors from different levels of the value chain throughout the project lifecycle and devolving to them a high level of goal setting, decision making and responsibility for action.

The degree of stakeholder participation ranges from low—where there is consultation with stakeholders through questionnaires and interviews; to high—where stakeholders have the opportunity to contribute substantially to the formulation of an intervention, are in part responsible for its implementation, and are involved in the selection of criteria by which success is measured. 

The adoption of participatory approaches is hindered by a number of factors. First, while the need to obtain stakeholder buy-in has often been reiterated, practical steps to ensuring participation and local ownership have not been clearly articulated. Second, there is sometimes concern that promoting the participation of a wide range of actors is a resource-heavy distraction from the real business of stimulating commercial transactions, especially when project targets are ambitious and timeframes short. Third, high-profile stakeholders are sometimes asked by numerous donors and implementing agencies to participate in surveys, interviews and workshops, and are consequently reticent to commit their time to yet another development initiative. In such cases, participation can become less strategic, with heavy representation by small-scale producers (especially if provided incentives such as per diems or the expectation of project subsidies) and little or no involvement by private-sector decision-makers and change agents such as larger-scale processors, end market buyers, exporters or even innovative producers.

This explanation aims to demonstrate why and when participation can be effective, and gives guidance on how to implement participatory approaches throughout the value chain development project cycle (see figure 1).

Figure 1: Value Chain Project Cycle
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3.5.1 Participatory Analysis

A participatory approach is essential during value chain analysis, which involves information collection primarily through semi-structured interviews with informed respondents to facilitate focused, conversational, two-way communication. This is followed by analysis of the in-formation together with industry stakeholders to ensure that it accurately reflects the local reality. 

The careful selection and participation of key informants determines the quality of the value chain analysis. The number of people interviewed will depend on many factors including the time and funds available and logistical constraints. Although the sampling is not intended to have statistical significance, respondents should include representatives from each level of the value chain and others who understand trends in the end markets. As the key constraints to end market opportunities become clear, the selection of informants will become increasingly biased in favor of those likely to benefit from the removal of these constraints. Stakeholder participation at this stage should go beyond the provision of information to involvement in value chain mapping or the formation of interest groups to lay the groundwork for participation in other stages of the project cycle. 

The information gathered from interviews should be analyzed by a broad representative group of stakeholders. This can occur through a series of meetings with key stakeholders or through a structured, interactive event that brings together recognized key players in the value mended by trusted sources, as well as decision makers and other stakeholders.

In these group settings, constructing visual images can be a non-threatening exercise that offers a way to break the ice in initial contacts. By encouraging diverse stake-holders to collaborate in the development of a value chain map, a shared understanding of the value chain can be reached. Together, stakeholders learn how a value chain functions and their role within it. Collaborative development of the map also increases the sense of “buying in” to the participatory approach.

Steps in a participatory planning process:

A typical participatory planning process will involve the following main steps:

· Determine need for planning process

·  Stakeholder identification

· Stakeholder mobilization

· Stakeholder analysis

· Definition of mechanism for stakeholder participation and process to be used to arrive at decisions and solutions

· Identification of problems, issues, and needs

·  Definition of goals and objectives

·  Collection of information on which to base decisions

·  Analysis and sharing of results with stakeholders

·  Identification and assessment of options

·  Negotiation

·  Formulation of decisions and agreements

·  Monitoring and evaluation

3.5.2 Stakeholder Identification

[


The first step in the process of stakeholder engagement is stakeholder identification–determining who your project stakeholders are, and their key groupings and sub-groupings. (Remember that certain stakeholder groups might be pre-determined through requirements.) From this flows stakeholder analysis, a more in-depth look at stakeholder group interests, how they will be affected and to what degree, and what influence they could have on your project. The answers to these questions will provide the basis from which to build your stakeholder engagement strategy. 

Here it is important to keep in mind that not all stakeholders in a particular group or sub-group will necessarily share the same concerns or have unified opinions or priorities.

A. Identify those stakeholders directly and indirectly affected by the project

When identifying affected stakeholders, a systematic approach often works well, starting with delineating the project’s geographic sphere of influence. Here, think not only about the primary project site(s), but also all related facilities, including associated facilities, transport routes, areas potentially affected by cumulative impacts, or unplanned but predictable developments. Use this analysis to establish and articulate your project’s area of influence and determine who might be affected and in what way.

This process will begin to reveal those most directly affected by the project, whether from the use of land at the project site or the effects of air and water emissions, from off-site transportation of hazardous materials, or even the socio-economic effects of job creation throughout the supply chain.

B. Identify those whose “interests” determine them as stakeholders

For some projects, the most vocal opposition may come from stakeholders outside the affected area – in other parts of the country, from other countries altogether, or even from overseas.

Underestimating their potential influence on project outcomes may pose risks. It is therefore important to also include in your stakeholder analysis those groups or organizations that are not adversely affected, but whose interests determine them as stakeholders.

“Interest-based” analysis and mapping can help clarify the motivations of different actors and the ways in which they might be able to influence the project. For this set of stakeholders, cost-effective solutions (newsletters, websites, and targeted public meetings) can establish and maintain open channels of communication. Choosing not to engage with these parties creates the risk that their issues may get discussed through other outlets such as the media or political process. While this may happen anyway, it is usually better to be proactive in trying to manage such risks by offering opportunities for constructive dialogue.

C. Be strategic and prioritize 

It is not practical, and usually not necessary, to engage with all stakeholder groups with the same level of intensity all of the time. 

Being strategic and clear as to whom you are engaging with and why, before jumping in, can help save both time and money. This requires prioritizing your stakeholders and, depending on who they are and what interests they might have, figuring out the most appropriate ways to engage. Stakeholder analysis should assist in this prioritization by assessing the significance of the project to each stakeholder group from their perspective, and vice versa. It is important to keep in mind that the situation is dynamic and that both stakeholders and their interests might change over time, in terms of level of relevance to the project and the need to actively engage at various stages. For example, some stakeholders will be more affected by a particular phase of a project, such as construction activities. 

When prioritizing, it might be helpful to consider the following: 

· What type of stakeholder engagement is mandated by law or other requirements?

· Who will be adversely affected by potential environmental and social impacts in the project’s area of influence?

· Who are the most vulnerable among the potentially impacted, and are special engagement efforts necessary?

· At which stage of project development will stakeholders be most affected (e.g. procurement, construction, operations, decommissioning)?

· What are the various interests of project stakeholders and what influence might this have on the project

· Which stakeholders might help to enhance the project design or reduce project costs?

· Which stakeholders can best assist with the early scoping of issues and impacts?

· Who strongly supports or opposes the changes that the project will bring and why?

· Whose opposition could be detrimental to the success of the project?

· Who is it critical to engage with first, and why?

· What is the optimal sequence of engagement?

D. Refer to past stakeholder information and consultation

Referring to historical stakeholder information related to your project or locality can save time and flag up risks, liabilities, or unresolved issues that can then be prioritized and managed in relation to the different strategic alternatives being considered.

E. Develop socio-economic fact sheets with a focus on vulnerable groups 

For complex projects likely to impact upon people and the environment over a large geographic area, or affect vulnerable groups, it may be useful to compile socio-economic information for distribution to project staff and external consultants working in the proposed project area. Collecting this type of data in advance can help ensure that any future stakeholder engagement activities are culturally appropriate from the outset, and that the groups most vulnerable or potentially disadvantaged by the proposed project are identified early on. An experienced social scientist familiar with the local area would be needed to develop such fact sheets, which could then be used and expanded throughout subsequent phases of the project. 

Descriptions of the social and cultural dimensions of an area may include information on: 

· Population numbers and mapped locations 

· Demographic characteristics of the local population 

· The status of women, economic livelihoods (permanent, seasonal, migrant labor, unemployment), land tenure, and natural resource control 

· Levels of literacy and health care 

· Ability to access technical information 

· Cultural values and perceptions

F. Verify stakeholder representatives 

Identifying stakeholder representatives and consulting with and through them can be an efficient way to disseminate information to large numbers of stakeholders and receive information from them. 

When working to determine representatives, however, there are a number of factors worth considering. First, try to ensure that these individuals are indeed true advocates of the views of their constituents, and can be relied upon to faithfully communicate the results of engagement with the project company back to their constituents. 

One way to do this is to seek verification that the right representatives have been engaged, by talking directly to a sample of project-affected people. Ground-truthing the views of the designated representatives in this way can help highlights any inconsistencies in how stakeholder views are being represented. Legitimate stakeholder representatives could be, but are not limited to: 

· Elected representatives of regional, local, and village councils 

· traditional representatives, such as village headmen or tribal leaders (chairmen, directors) of local cooperatives, other 

· community-based organizations, local NGOs, and local women’s groups 

· politicians and local government officials 

· school teachers 

· religious leaders 

In addition, be aware that the very act of establishing certain people as the “liaison” between the local population and the project confers upon them a certain degree of power and influence. In certain situations, this can be perceived as empowering one group (or set of individuals) relative to another, which can lead to tensions of conflict.

G. Engage with stakeholders in their own communities 

In general, companies that choose a venue where stakeholders feel more comfortable - most likely at a location within the community tend to have more productive engagement processes, for the following reasons: 

· It lends transparency to the process. Community members can witness the process and stay informed about what is being discussed on their behalf, and what has been agreed at the close of consultation or negotiations. 

· It increases accountability of local leaders. Community members will know what they are entitled to demand, and they will be able to monitor its delivery and avoid corruption. 

· It sends the message that companies value the input of communities enough to travel there and spend time there. 

· It contributes to community members’ feeling of ownership over the engagement process. Community members say that the opportunity to have input into public meetings gives them a sense of having a role in the outcome of decisions. 

· Finally, it allows community members to identify their own representatives, preventing illegitimate representatives from claiming that they speak for communities. 

H. Remember that government is a key stakeholder 

There are many important reasons to establish and maintain good working relationships with governmental authorities at different levels, and to keep them informed of the project’s activities and anticipated impacts. Government support can be critical to the success of a project, and routine engagement with various regulatory and public service authorities is often required as part of doing business. On a practical level, local government authorities may have long-established relationships with project-affected communities and other local and national stakeholder groups, and as such can play a role in convening and facilitating discussions between the project and stakeholder representatives. Local government can also partner with private companies in many respects, for example, in providing services, communicating information to the local population, or integrating local development plans with the operational needs of the project.

I. Work with representative and accountable NGOs and community-based organizations 

Non-governmental organizations (NGOs) and community-based organizations (CBOs), particularly those who represent communities directly affected by a project, can be important stakeholders for companies to identify and engage on a proactive basis. NGOs may have expertise valuable to effective stakeholder engagement. 

For example, they can be sources of local knowledge, sounding boards for project design and mitigation, conduits for consulting with sensitive groups, and partners in planning, implementing and monitoring various project-related programs. However, it is important to carry out initial research regarding the local power dynamics and existence of special interest groups to ensure that any intermediary organizations, such as NGOs, are truly representative of and accountable to the community interests they claim to support and represent. If there is NGO opposition to your project, engaging early to try and understand the concerns or critiques being raised can offer an opportunity to manage these issues before they escalate or find another outlet for expression.

J. Recognize employees as a good channel of communication 

Local communities tend to be viewed as those “outside” the company gates. In reality, however, a good part of your workforce may be part of these communities or reside among them. Whether implicitly or explicitly, employees communicate messages about the company and the project to the outside world and help to create perceptions as well as pass along information. This provides a great opportunity for companies to leverage this built-in channel of communications as a means of outreach and dissemination to the local population. Feedback from the local workforce can also be a way to identify emerging issues and concerns of local communities. 

Companies who do this well make an effort to keep their employees well-informed, involve them in the company’s stakeholder engagement strategy, and recruit their help as front-line ambassadors in relationship-building with the local population.

Guidelines for effective stakeholder’s participation

1. Be explicit about how the participatory approach will be applied. Participation does not happen automatically: project implementers must be proactive in applying a participatory approach. Staff must be prepared to let stakeholders take the driver’s seat, realizing that stakeholder buy-in is an incremental process; and donor expectations must be managed. Participatory “monitoring benchmarks” should be used throughout the project cycle. The goal of the approach should be kept in mind: not participation for its own sake, but to foster firms working together to increase industry competitiveness. 

2. Ensure that donor support is appropriate. Donor funds must be flexible and responsive to stakeholders’ needs, and sufficient in terms of amount and duration to enable stakeholders to continue to implement the competitiveness strategy. Just because a process is participatory does not necessarily imply that it can be left to the stakeholders without assistance, particularly if value chain actors are geographically dispersed.

3. Gain the interest and buy-in of key actors. It cannot be assumed that important stakeholders will want to use their scarce time and resources to participate in a value chain development initiative. Facilitators must identify vital issues or “hooks” to show the opportunity costs of non-participation. Value chain actors need incentives to be involved, but the goal is to tap into existing energy, resources and aspirations rather than create dependency through temporary subsidies. An example of a typical “hook” is addressing quality issues: actors want to participate because they recognize that low quality is stop-ping them from achieving higher returns. 

4. Identify common interests to facilitate the development of trust. Value chains are often characterized by adversarial relationships and mistrust, so projects must conduct activities to promote the development of trust—or at least of understanding—among stakeholders, to facilitate information sharing and cooperation. It is important to clarify with stakeholders that the purpose is not a re-distribution of margins from one group of actors to another. Rather, the value chain development process focuses on stakeholders’ shared interests. However, care should be taken not to foster collusion that limits up-grading. Effective competition drives innovation. 
5. Build MSEs’ capacity to participate. If MSEs are to effectively participate in a process that involves other, more powerful stakeholders then it is likely that projects will need to help them to become more confident and articulate. While not the starting point, empowering producers can be critical to a successful value chain project. 

6. Develop a communication strategy. Having a clear plan of how to communicate project objectives and the results of stakeholders’ activities is important, particularly to attract key stakeholders and keep their interest and commitment. The media can be strategically engaged as a partner that is involved from inception. Other mechanisms for communication include conferences, sector-specific seminars, case studies and written materials. 

7. Build the capacity of facilitators. Strong facilitation skills are essential to encourage and maintain stakeholder participation. Facilitators must be flexible and have a deep understanding of both the project’s aims and the local context. A consultant with industry-specific expertise can add credibility to the project team, but must be willing to serve as a resource rather than lead the analysis, strategy development and implementation processes.

 Prioritising Value Chains for Analysis
The value chain describes the full range of activities which are required to bring a product or service from conception, through the different phases of production (involving a combination of physical transformation and the input of various producer services), delivery to final consumers, and final disposal after use. (Kaplinsky and Morris 2000 p.4)

Prior to starting a value chain analysis it is necessary to decide which sub-sectors, products or commodities should be prioritised for analysis. As resources for undertaking analyses will invariably be limited, it is important to identify appropriate value chains for analysis and follow up activities. 

1. What are the key criteria on which to base the selection of value chains to be analysed?
2. Which value chains are most appropriate to analyse? 
Participants in assessment of value chain priority

Participants involved in this exercise should have a common understanding of the value chain’s development in the area. It may be helpful to carry out a pre-evaluation by visiting sub-sectors, product or commodity partners to identify representatives, actors and/or key informants to ensure that the participants have (i) relevant knowledge and (ii) adequate representation on the value chains. It is advisable to keep participant numbers small. Likely participants are local policy and decision makers, farmers, private sector actors, service providers, development organisations and community representatives.
Steps in Prioritising Value Chains for Analysis
The prioritising process follows four steps that are common to processes of making allocation choices under a situation of scarce resources. The final priority can be determined on the basis of the ranking obtained. For each of the following steps, two methodologies will be proposed; a rigorous participatory methodology and a less rigorous methodology that could be adopted if time and resources are limited or participatory methods are not appropriate.
     
1. Determine criteria and build understanding of priorities
 Value chain analysis starts with the selection of a value chain.  As the key entry point of the value chain analyses proposed in this took is poverty alleviation and achieving pro-poor outcomes, the criteria selected would reflect this entry point. The first step is to make considerations of the priorities in the ranking of a potential value chain. These can include the following integrated criteria: 

(1)     Potential of the value chains to improve livelihoods of the poor people;

· Present integration of the poor in the market (what are they producing, selling, employment)

· Potential of the product/activity for poverty reduction

· Potential for Labor Intensive Technology

· Low barriers to entry for the poor (capital, knowledge)

· Low risk

· Poverty incidence and/or absolute poverty figures

(2)     Market potential

· Strong domestic and/or international demand for the product

· Growth potential of certain products/activities

· Possibility for scaling up

· Potential for leveraging public investment with private investment

· Involves a large number of people

(3) Other criteria, such as

· The value chain actors have entrepreneurial capacity to achieve improvement.
· Environmental sustainability
· Within framework of national and regional strategies
· Social inclusion and gender  

If time and resources permit, then the decision of which specific criteria to use for value chain selection should be made in a participatory manner, with discussions among participants as to which criteria are most relevant for the local conditions and requirements of the analysis. This serves to increase ownership of the process and also can strengthen common understanding among participants in identifying the potential value chains for the final selection. Once selection of the criteria is agreed upon, participants should move to weighting of the criteria (Step 2). 

If time and resources are limited, or it is not possible to undertake a participatory process of criteria development, then pre-selecting a smaller set of criteria for value chain selection prior to the participatory meeting should be considered. These could take the form of the first two integrated criteria discussed above - in other words the two selection criteria would be (i) potential for improvements of the livelihood of the poor and (ii) market potential. 

2.      Weighting of criteria 
Some of the criteria will probably be considered to have a higher level of importance in the decision making process and so should have a greater influence on the ranking of value chains. 

Weightings are commonly assigned in two main ways: 

i. Simple numeric– for example, 1, 2, 3 or 4 - where the relative importance of criteria is in direct proportion to the numeric weighting. This means that a criterion with a weighting of 4 is considered to be twice as important as a criterion with a weighting of 2, and 4 times as important as a weighting of 1.
ii. Proportional, where all of the criteria have a combined weighting of 100 %, and the relative importance of each criteria is reflected in the proportion of the total weighting that is assigned to that criteria. For example, if there are three criteria, then they could be weighted as Criteria 1 (50%); Criteria 2 (30%) and Criteria 3 (20%).
If time and resources permit, deciding on the weighting of the various criteria should be undertaken in a participatory manner, with inclusion of all participants in the decision making process. As was the case with the selection of criteria, this is important in building ownership of the process and increasing understanding of the reason for value chain selection. However, if time and resources are limited then the weightings for various criteria can also be pre-determined prior to a participatory identification process.  

3. Identifying a list of potential products/activities

Once the criteria for selecting the value chain to analyse have been chosen and weighted, the next step is to make a list of all the potential value chains/ products/commodities in the geographic area under consideration. This list could be developed in a participatory manner with actors, who may or may not be the same as the actors who developed the criteria in Step 1. The value chains identified are usually based on products that are already produced in the area, products which are technically feasible to produce in the area, products which have a pro-poor focus, or products that are judged to have a good market (local, regional, national or international market).
The participants then discuss to share their understanding of the potential value chains identified and agree to make the list. []
The participatory process of identifying potential value chains can often result in a large number of potential chains being identified. To increase the efficiency of the value chain ranking undertaken in Step 4, it is advisable to reduce this "long list" of potential value chains to a "short list" of a more manageable size (potentially between three and six chains). 

4.      Ranking of products/activities

A set of criteria can be developed to differentiate between potential value chains depending on the purpose of the analysis. 

3.5.3. The role of facilitators
The definition of facilitate is "to make easy" or "ease a process". What a facilitator does is plan, guide and manage a group event to ensure that the group's objectives are met effectively, with clear thinking, good participation and full buy-in from everyone who is involved.

To facilitate effectively, you must be objective. This doesn't mean you have to come from outside the organization or team, though. It simply means that, for the purposes of this group process, you will take a neutral stance. You step back from the detailed content and from your own personal views, and focus purely on the group process. (The "group process" is the approach used to manage discussions, get the best from all members, and bring the event through to a successful conclusion.

What Does a Facilitator Do?

To facilitate an event well, you must first understand the group's desired outcome, and the background and context of the event. The bulk the responsibility is then to:

· Design and planthe group process, and select the tools that best help the groupprogress towards that outcome.

· Guide and controlthe group process to ensure that:

· There is effective participation.

· Participants achieve a mutual understanding.

· Their contributions are considered and included in the ideas, solutions or decisions that emerge.

· Participants take shared responsibility for the outcome.

· Ensure that outcomes, actions and questions are properly recorded and actioned, and appropriately dealt with afterwards. 

3.5.4 Tools for facilitating participation

This is a compilation of tools that can be used when working in groups. Often it is best to have someone facilitate these exercises and to set some ground rules together with the group, such as 'No-interrupting' and 'Stick to time. Some general points to bear in mind:

· Every group is different. Some tools may not be appropriate in a specific group or situation. Don't force a tool on a group or an individual; do let people decide for themselves to what extent they want to participate.

· Be flexible. Don't let the process dominate the spirit of the group, but allow tools to evolve organically with the group. Be creative and invent your own tools.

· Make use of visual aids such as blackboards. Use them to write down instructions, questions to consider and to record responses from the participants.

· Be aware that people might not be happy to share with the whole group everything that was said in a pair/small group.

· Do explain the purpose of a tool before asking the group to use it. That way people feel in control of what they are doing, allowing them to participate more fully.

Tools for Introductions and Starting Meetings

These tools help people get acquainted with each other and are best used at the beginning of a meeting.

1. Personal Introductions: Each person gives their name, where they are from and one other fact about themselves.This third fact could be freely chosen by each individual or the facilitator could suggest a theme (e.g. what kind of food they like, why they are at the meeting, something good that happened in the last week).

2. Pair Introductions: Ask people to pair up with people they don't know or know less well.

One person interviews the other for three minutes, then roles are swapped. Questions can include the reasons why the person is there and what they are hoping to learn/achieve during the meeting/workshop.

Tools for Tackling Issues

1. Brainstorms are a tool for sparking creative thinking and help to quickly gather a large number of ideas. Begin with stating the issue to be brainstormed. Ask people to call out all their ideas as fast as possible - without censoring it. The crazier the ideas the better.

     This helps people to be inspired by each other. Have one or two note takers to write all ideas      down where everyone can see them. Make sure there is no discussion or comment on others'      ideas. Structured thinking and organizing can come afterwards.

2. Pros & Cons: Got several ideas and can't decide which one to go for? Simply list the benefits and drawbacks of each idea and compare the results. This can be done as a full group, or by asking pairs, or small groups to work on the pros and cons of one option and report back to the group.

Tools for Encouraging Participation

1. Active Agreement: is a useful ground rule for every meeting or workshop. It asks everyone to take an active part in making decisions. When the group is asked a question or has to make a decision, insist on active agreement. Too many bad decisions are made because people stare at their feet rather than clearly agree or disagree. Later on those same people may feel that the decision was not one they supported, leading to tension in the group. By insisting on active (dis)agreement this can be avoided and decisions that represent the views of all can be reached. Silent applause, or lack of it, (see Hand signals) can be a useful way of showing active agreement.

2. The Parking Lot makes sure all ideas get recorded and participants don't feel like they've been ignored. Whenever anything comes up that's not relevant to the discussion at hand “park” it in the Parking Lot (a large sheet of paper on the wall). In other words write it up on the paper and deal with it later. This allows you to stay focused but reassures participants they will be heard. Of course if you want to avoid people feeling ignored, make sure you do deal with parked items! Consider having a space reserved on the agenda to deal with parked items.

3. Go-rounds: Everyone takes a turn to speak on a subject without interruption or comment from other people. Go-rounds are useful for equalizing participation and giving everyone some clear space to express their opinion. Allowing people to “pass” means that quieter people don’t feel put on the spot. 

4. Working in Small Groups: There are many reasons why you may want to split into smaller groups:

· Large groups can sometimes become dominated by a few people or ideas, stifling creativity and the contributions of others. 

· It can be difficult to discuss emotionally charged issues in a large group. 

· Effectiveness: many topics are discussed more effectively in a smaller focus group.

·  Smaller groups allow time for everyone to speak and to feel involved.

Tools for Evaluating Meetings and Workshops

· Ask everyone to list two or three high and low points of the event.

· Draw up a questionnaire and distribute it amongst the participants for filling in. 

· Ask “What are you taking away from this session?” This rapid review can help people notice what they have learned.

· Have a round where everyone sums up their feelings or ask everyone to write down comments on a large piece of paper.

Learning Activity: Students visit at least two actual agribusiness firms and analyze to what extent their value chain development and management was participatory. 

Continuous assessment: Test, group presentation, and assignment will be used to assess the students’ understanding level on participatory approach in value chain management. 
Summary

Significant stakeholder involvement in a value chain development initiative increases the likelihood of success and sustainability. The careful selection and participation of key informants determines the quality of the value chain analysis.

Stakeholder Identification involves the following series of activities 

· Identify those stakeholders directly and indirectly affected by the project

· Identify those whose “interests” determine them as stakeholders

· Be strategic and prioritize 

· Refer to past stakeholder information and consultation

· Develop socio-economic fact sheets with a focus on vulnerable groups 

· Verify stakeholder representatives 

· Engage with stakeholders in their own communities 

· Remember that government is a key stakeholder 

· Work with representative and accountable NGOs and community-based 

Organizations 

· Recognize employees as a good channel of communication 

The role facilitators in Value chain development stakeholder’s participation are: design and plan, guide and control and ensure that the intended outcomes obtained.

3.5 Proof of Ability

Students will be assessed for overall competencies that cover the entire learning as shown in the following table.
	Product
	Criteria  ( Mode of assessment)
	Score (50%)
	Competency     assessed

	Managed change and risk

In value chain 
	Identified cause of change and managed risk  (Written test)
	15%
	To mange

	developing value chain structure  in the business and  a successful strategic plan
	identified the impact of changing pressures in the value chain of business   (group presentation and report based on cases )
	15%
	To develop

	Leaded group dynamics so as to compromise and effectively manage changes
	Showing Leadership skill (role model played in class rooms)
	10%
	To lead 



	Analyzed stakeholders

involvement in value chain 
development and management
	Identified Agribusiness firm and analyzed extent of customers participation in value chain development and management models (Written exam, task based interview)
	20%
	To analyze
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