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ELTON MAYO

George Elton Mayo (26 December 1880 - 7 
September 1949) was an Australian
psychologist, sociologist and organization 
theorist.

Mayo is known as the founder of the Human 
Relations Movement, and is known for his 
research including the Hawthorne Studies and 
his book The Human Problems of an 
Industrialized Civilization (1933).
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Summary of Mayo's Beliefs:
• Individual workers cannot be treated in isolation, 

but must be seen as members of a group.
• Monetary incentives and good working conditions 

are less important to the individual than the need 
to belong to a group.

• Informal or unofficial groups formed at work have 
a strong influence on the behavior of those 
workers in a group.

• Managers must be aware of these 'social needs' 
and cater for them to ensure that employees 
collaborate with the official organization rather 
than work against it.
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• Mayo's simple instructions to industrial interviewers 
set a template and remain influential to this day i.e. 
A. The simple rules of interviewing:-

1. Give your full attention to the person interviewed, 
and make it evident that you are doing so. 

2. Listen - don't talk. 
3. Never argue; never give advice. 
4. Listen to: what he wants to say; what he does not 

want to say; what he can not say without help. 
5. As you listen, plot out tentatively and for 

subsequent correction the pattern that is being set 
before you. To test, summarize what has been said 
and present for comment. Always do this with 
caution - that is, clarify but don't add or twist. 
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Frederic Skinner
Burrhus Frederic Skinner (March 20, 1904 –

August 18, 1990) was an American 
psychologist, author, inventor, social 
philosopher,[1][2][3] and poet
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Skinner invented the operant conditioning 
chamber, innovated his own philosophy of 
science called Radical Behaviorism,[6] and 
founded his own school of experimental 
research psychology—the experimental 
analysis of behavior. His analysis of human 
behavior culminated in his work Verbal 
Behavior,
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Skinner’s reinforcement or behaviour 
modification theory

 Individuals can be motivated by proper design of 
their work environment or by praise for their 
performance, while punishment for poor 
performance produces negative results.

Such works that gave them rewards and praises 
are repeated while such works that gave them 
punishments are avoided

People modify their behavior according to the 
reinforcements either positive or negative 
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To be clear, while positive reinforcement is the strengthening of behavior by 
the application of some event (e.g., praise after some behavior is 
performed), negative reinforcement is the strengthening of behavior by 
the removal or avoidance of some aversive event (e.g., opening and 
raising an umbrella over your head on a rainy day is reinforced by the 
cessation of rain falling on you).

• The most notable schedules of reinforcement presented by Skinner were 
interval (fixed or variable) and ratio (fixed or variable).

• Continuous reinforcement — constant delivery of reinforcement for an 
action; every time a specific action was performed the subject instantly 
and always received a reinforcement. This method is impractical to use, 
and the reinforced behavior is prone to extinction.

• Interval (fixed/variable) reinforcement Fixed — reinforcement followed 
the first response after a set duration. Variable — time which must elapse 
before a response produces reinforcement is not set, but varies around an 
average value.

• Ratio (fixed or variable) reinforcement Fixed — a set number of 
responses must occur before there is reinforcement. Variable - number of 
responses before reinforcement is delivered differs from the last, but has 
an average value.
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SKILLS OF MANAGER

• 1. Communication
There’s a lot of communication when you’re a 
manager. You have to communicate with each of your 
employees. You have to communicate “sideways” with 
your co-workers and customers. And you have to 
communicate upwards with your own manager or 
executive. You need some substance in the 
communication, of course — you need to have 
something worthy of being communicated. But 
substance isn’t enough — if you know what you’re 
doing and can’t properly communicate it to anyone 
else, then you’ll never be a good manager.
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2. Listening Skills
This is a part of communication, but I want to 
single it out because it’s so important. Some 
managers get so impressed with themselves that 
they spend much more of their time telling 
people things than they spend listening. But no 
matter how high you go in the management 
hierarchy, you need to be able to listen. It’s the 
only way you’re really going to find out what’s 
going on in your organization, and it’s the only 
way that you’ll ever learn to be a better manager.
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• 3. A Commitment to the Truth
You’ll find that the higher you are in the 
management hierarchy, the less likely you are to 
be in touch with reality. Managers get a lot of 
brown-nosing, and people tend to sugar-coat the 
news and tell managers what they want to hear. 
The only way you’ll get the truth is if you insist on 
it. Listen to what people tell you, and ask 
questions to probe for the truth. Develop 
information sources outside of the chain of 
command and regularly listen to those sources as 
well. Make sure you know the truth — even if it’s 
not good news.
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4. Empathy
This is the softer side of listening and truth. 
You should be able to understand how people 
feel, why they feel that way, and what you can 
do to make them feel differently. Empathy is 
especially important when you’re dealing with 
your customers. And whether you think so or 
not, you’ll always have customers. Customers 
are the people who derive benefit from the 
work you do. If no one derives benefit from 
your work, then what’s the point of keeping 
your organization around?
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5. Persuasion
Put all four of the preceding skills together, 
because you’ll need them when you try to 
persuade someone to do something you want 
done. You could describe this as “selling” but 
it’s more general. Whether you’re trying to 
convince your employees to give you a better 
effort, your boss to give you a bigger budget, 
or your customers to agree to something you 
want to do for them, your persuasion skills will 
be strained to their limits.
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• 6. Leadership
Leadership is a specialized form of persuasion focused 
on getting other people to follow you in the direction 
you want to go. It’s assumed that the leader will march 
into battle at the head of the army, so be prepared to 
make the same sacrifices you’re asking your employees 
to make.

• 7. Focus
The key to successful leadership is focus. You can’t lead 
in a hundred different directions at once, so setting an 
effective leadership direction depends on your decision 
not to lead in the other directions. Focusing light rays 
means concentrating the light energy on one spot. 
Focusing effort means picking the most important thing 
to do and then concentrating your team’s effort on 
doing it.
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• 8. Division of Work
This is the ability to break down large tasks into sub-
tasks that can be assigned to individual employees. It’s a 
tricky skill — maybe more an art than a science, almost 
like cutting a diamond. Ideally you want to figure out 
how to accomplish a large objective by dividing the 
work up into manageable chunks. The people working 
on each chunk should be as autonomous as possible so 
that the tasks don’t get bogged down in endless 
discussion and debate. You have to pay careful attention 
to the interdependencies among the chunks. And you 
have to carefully assess each employee’s strengths, 
weaknesses and interests so that you can assign the 
best set of sub-tasks to each employee.
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9. Obstacle Removal
Inevitably, problems will occur. Your ability to 
solve them is critical to the ongoing success of 
your organization. Part of your job is to 
remove the obstacles that are preventing your 
employees from doing their best.
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• 10. Heat Absorption
Not all problems can be solved. When upper management 
complains about certain things that can’t be avoided (e.g., an 
unavoidable delay in a project deliverable), it’s your job to take 
the heat. But what’s more important, it’s your job to absorb
the heat to keep it from reaching your employees. It’s the 
manager’s responsibility to meet objectives. If the objectives 
aren’t being met, then it’s the manager’s responsibility to:

• Make sure that upper management knows about the problem 
as early as possible.

• Take all possible steps to solve the problem with the resources 
you’ve been given.

• Suggest alternatives to management that will either solve the 
problem or minimize it. These other alternatives may propose 
the use of additional resources beyond the current budget, or 
they may propose a change in the objective that’s more 
achievable.

• Keep the problem from affecting the performance or morale of 
your employees.
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• 11. Uncertainty Removal
When higher management can’t give you consistent direction 
in a certain area, it’s up to you to shield your employees from 
the confusion, remove the apparent uncertainty, and lead 
your employees in a consistent direction until there’s a good 
reason to change that direction.

• 12. Project Management
This is a more advanced skill that formalizes some of attributes 
7 – 11. Although both “Management” and “Project 
Management” contain the word “management,” they aren’t 
the same thing. Management implies a focus on people, while 
Project Management implies a focus on the project objective. 
You can be a Manager and a Project Manager, or you can be a 
Manager without being a Project Manager. You can also be a 
Project Manager without being a Manager (in which case you 
don’t have people reporting to you — you just deal with 
overseeing the project-specific tasks).
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• 13. Administrative and Financial Skills
Most managers have a budget, and you’ll have to be able 
to set the budget and then manage to it. You’ll also have 
to deal with hiring, firing, rewarding good employee 
performance, dealing with unacceptable performance 
from some employees, and generally making sure that 
your employees have the environment and tools they 
need to do their work. It’s ironic that this is skill number 
13 (an unlucky number in some cultures), because a lot 
of managers hate this part of the job the most. But if 
you’re good at budgeting, you’ll find it much easier to do 
the things you want to do. And hiring and dealing with 
employees on a day-to-day basis is one of the key skills 
to give you the best, happiest and most productive 
employees.
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Behavior control

Conflict is a normal and natural occurrence of 
interacting with one another. The cost of 
resolving conflict is negligible relative to the cost 
of leaving conflicts unresolved.

 Individuals can be motivated by proper design of 
their work environment or by praise for their 
performance, while punishment for poor 
performance produces negative results.

Such works that gave them rewards and praises 
are repeated while such works that gave them 
punishments are avoided
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 Difficult behavior can inhibit performance in others 
and will only deteriorate if left alone, contaminating 
more people and incurring hidden costs for the 
organization. 

 Most conflict within and involving people revolve 
around unfulfilled needs, primarily the psychological 
need for control, recognition, affection, and respect. 

 These needs are natural and quite human in that we 
all crave them, but when unacceptable or problematic 
behavior has been rewarded in the past in fulfillment 
of these needs, difficult behavior motivates the 
individual. 

 We should try not to reward difficult behavior or 
reinforce actions or inactions that manifest it. There is 
no magic pill but there is a prescription to change 
behavior in others. 

21N.Venkatesh, MITE



 A basic problem in communication lies not so much in 
conflicting positions, but in the conflict between each 
person’s needs, desires, concerns, and fears. 

 Reconciling interests rather than positions works 
toward resolution.

 People tend to see what they want to see and, from all 
available facts and information, will select and focus on 
those that confirm their prior perceptions and 
disregard or misinterpret those that call their 
perceptions into question. 

 Listening is an art by which we use empathy to reach 
across the space between us. 

 Emotions play an important role in everyday behavior, 
and there is no thought, attitude, idea, or action that 
does not have a related emotional counterpart.
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Control of behavior
• Use Conflict as a Natural Resource. People who work together have 

different perceptions, and it would be unnatural if they did not 
disagree from time to time. The conflict generated can be a first step 
on the road to improving communication, solving a problem, and 
even building trust and cooperation. Avoidance or hiding conflict can 
be much more damaging in the workplace than facing it and dealing 
with it appropriately. You may even find that proverbial silver lining in 
a dark cloud. 

• Don’t React. Take time to cool off and gather your emotions. The 
most natural thing to do when faced with a difficult person or 
situation is to react. Give yourself time to think and remain focused 
on identifying the real needs and interests of the other person and 
yourself. Deep breathing and counting to ten is very helpful. 

• Deal with Feelings. Helping the other person identify or acknowledge 
their feelings tends to reduce the intensity of those feelings and 
allows the person to focus on the underlying issues. By encouraging 
and permitting the expression of negative feelings without fear of 
reprisal or punishment, you have increased the probability that your 
similar emotional expressions will be better accepted. 23N.Venkatesh, MITE



• Attack the Problem, Not the Person. Keep an objective eye on the problem and detach 
any feelings about the person presenting it. Try to understand what the actual problem 
is and generate possibilities for settling it. Don’t attack the other person and try to see 
the situation from their point of view. If you make assumptions about their behavior, 
verify by asking or repeat what you thought you heard. Show respect, try not to 
interrupt, and avoid using hostile words that inflame. 

• Practice Direct Communication. Speak directly to the other party. Use “I” statements 
and be clear about points of agreement, about purpose, and about needs. Use body 
language to show support and attention. Ask questions to clarify and paraphrase what 
the other person is attempting to communicate to you. Ask problem solving questions. 
Other people can provide you with some very important information about yourself, 
positive and negative, and you can provide equally important information helpful to 
them. Words alone do not convey this information, so be aware of your body language 
and tone of voice. 

• Look Past Positions to the Underlying Interests. A position is someone’s limited view of 
what solution is necessary to meet a particular need. Until the needs and interests of 
each of you are ascertained, it is not possible to generate options that will be mutually 
beneficial and agreeable. Try to identify the other person’s physical or psychological 
needs, along with your common interests. You can bring these interests to the surface 
or you can leave them submerged only to emerge in unmanageable ways later. 

• Focus on the Future. Proving or disproving past allegations may not be of value to a 
continuing relationship at work. Give the other person ownership in the resolution. 
Don’t sell your ideas but engage in a joint problem solving discussion. Ask what’s 
important and be sure agreement is reached in dignity and respect for each of you. Any 
ongoing relationship you have with someone is longitudinal and can be altered to be 
constructive and improved. What just happened may be important or it may be trivial 
depending on how you want to make it appear just now. Remember, in a marathon you 
must pace yourself and believe that things will improve if only you give it the chance. 
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ELTON MAYO

George Elton Mayo (26 December 1880 - 7 September 1949) was an Australian psychologist, sociologist and organization theorist.

Mayo is known as the founder of the Human Relations Movement, and is known for his research including the Hawthorne Studies and his book The Human Problems of an Industrialized Civilization (1933).
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Summary of Mayo's Beliefs:

Individual workers cannot be treated in isolation, but must be seen as members of a group.

Monetary incentives and good working conditions are less important to the individual than the need to belong to a group.

Informal or unofficial groups formed at work have a strong influence on the behavior of those workers in a group.

Managers must be aware of these 'social needs' and cater for them to ensure that employees collaborate with the official organization rather than work against it.
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Mayo's simple instructions to industrial interviewers set a template and remain influential to this day i.e. A. The simple rules of interviewing:- 

1. Give your full attention to the person interviewed, and make it evident that you are doing so. 

2. Listen - don't talk. 

3. Never argue; never give advice. 

4. Listen to: what he wants to say; what he does not want to say; what he can not say without help. 

5. As you listen, plot out tentatively and for subsequent correction the pattern that is being set before you. To test, summarize what has been said and present for comment. Always do this with caution - that is, clarify but don't add or twist. 
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Frederic Skinner

Burrhus Frederic Skinner (March 20, 1904 – August 18, 1990) was an American psychologist, author, inventor, social philosopher,[1][2][3] and poet
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Skinner invented the operant conditioning chamber, innovated his own philosophy of science called Radical Behaviorism,[6] and founded his own school of experimental research psychology—the experimental analysis of behavior. His analysis of human behavior culminated in his work Verbal Behavior,
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Skinner’s reinforcement or behaviour modification theory

Individuals can be motivated by proper design of their work environment or by praise for their performance, while punishment for poor performance produces negative results.

Such works that gave them rewards and praises are repeated while such works that gave them punishments are avoided

People modify their behavior according to the reinforcements either positive or negative 
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To be clear, while positive reinforcement is the strengthening of behavior by the application of some event (e.g., praise after some behavior is performed), negative reinforcement is the strengthening of behavior by the removal or avoidance of some aversive event (e.g., opening and raising an umbrella over your head on a rainy day is reinforced by the cessation of rain falling on you).

The most notable schedules of reinforcement presented by Skinner were interval (fixed or variable) and ratio (fixed or variable).

Continuous reinforcement — constant delivery of reinforcement for an action; every time a specific action was performed the subject instantly and always received a reinforcement. This method is impractical to use, and the reinforced behavior is prone to extinction.

Interval (fixed/variable) reinforcement Fixed — reinforcement followed the first response after a set duration. Variable — time which must elapse before a response produces reinforcement is not set, but varies around an average value.

Ratio (fixed or variable) reinforcement Fixed — a set number of responses must occur before there is reinforcement. Variable - number of responses before reinforcement is delivered differs from the last, but has an average value.
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SKILLS OF MANAGER

1. Communication
There’s a lot of communication when you’re a manager. You have to communicate with each of your employees. You have to communicate “sideways” with your co-workers and customers. And you have to communicate upwards with your own manager or executive. You need some substance in the communication, of course — you need to have something worthy of being communicated. But substance isn’t enough — if you know what you’re doing and can’t properly communicate it to anyone else, then you’ll never be a good manager.
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2. Listening Skills
This is a part of communication, but I want to single it out because it’s so important. Some managers get so impressed with themselves that they spend much more of their time telling people things than they spend listening. But no matter how high you go in the management hierarchy, you need to be able to listen. It’s the only way you’re really going to find out what’s going on in your organization, and it’s the only way that you’ll ever learn to be a better manager.
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3. A Commitment to the Truth
You’ll find that the higher you are in the management hierarchy, the less likely you are to be in touch with reality. Managers get a lot of brown-nosing, and people tend to sugar-coat the news and tell managers what they want to hear. The only way you’ll get the truth is if you insist on it. Listen to what people tell you, and ask questions to probe for the truth.  Develop information sources outside of the chain of command and regularly listen to those sources as well. Make sure you know the truth — even if it’s not good news.
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4. Empathy
This is the softer side of listening and truth. You should be able to understand how people feel, why they feel that way, and what you can do to make them feel differently. Empathy is especially important when you’re dealing with your customers. And whether you think so or not, you’ll always have customers.  Customers are the people who derive benefit from the work you do. If no one derives benefit from your work, then what’s the point of keeping your organization around?



12

N.Venkatesh, MITE





5. Persuasion
Put all four of the preceding skills together, because you’ll need them when you try to persuade someone to do something you want done. You could describe this as “selling” but it’s more general. Whether you’re trying to convince your employees to give you a better effort, your boss to give you a bigger budget, or your customers to agree to something you want to do for them, your persuasion skills will be strained to their limits.
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6. Leadership
Leadership is a specialized form of persuasion focused on getting other people to follow you in the direction you want to go. It’s assumed that the leader will march into battle at the head of the army, so be prepared to make the same sacrifices you’re asking your employees to make.

7. Focus
The key to successful leadership is focus. You can’t lead in a hundred different directions at once, so setting an effective leadership direction depends on your decision not to lead in the other directions. Focusing light rays means concentrating the light energy on one spot. Focusing effort means picking the most important thing to do and then concentrating your team’s effort on doing it.
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8. Division of Work
This is the ability to break down large tasks into sub-tasks that can be assigned to individual employees. It’s a tricky skill — maybe more an art than a science, almost like cutting a diamond. Ideally you want to figure out how to accomplish a large objective by dividing the work up into manageable chunks. The people working on each chunk should be as autonomous as possible so that the tasks don’t get bogged down in endless discussion and debate. You have to pay careful attention to the interdependencies among the chunks. And you have to carefully assess each employee’s strengths, weaknesses and interests so that you can assign the best set of sub-tasks to each employee.
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9. Obstacle Removal
Inevitably, problems will occur. Your ability to solve them is critical to the ongoing success of your organization.  Part of your job is to remove the obstacles that are preventing your employees from doing their best.
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10. Heat Absorption
Not all problems can be solved. When upper management complains about certain things that can’t be avoided (e.g., an unavoidable delay in a project deliverable), it’s your job to take the heat. But what’s more important, it’s your job to absorb the heat to keep it from reaching your employees. It’s the manager’s responsibility to meet objectives. If the objectives aren’t being met, then it’s the manager’s responsibility to:

Make sure that upper management knows about the problem as early as possible.

Take all possible steps to solve the problem with the resources you’ve been given.

Suggest alternatives to management that will either solve the problem or minimize it. These other alternatives may propose the use of additional resources beyond the current budget, or they may propose a change in the objective that’s more achievable.

Keep the problem from affecting the performance or morale of your employees.
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11. Uncertainty Removal
When higher management can’t give you consistent direction in a certain area, it’s up to you to shield your employees from the confusion, remove the apparent uncertainty, and lead your employees in a consistent direction until there’s a good reason to change that direction.

12. Project Management
This is a more advanced skill that formalizes some of attributes 7 – 11. Although both “Management” and “Project Management” contain the word “management,” they aren’t the same thing. Management implies a focus on people, while Project Management implies a focus on the project objective. You can be a Manager and a Project Manager, or you can be a Manager without being a Project Manager. You can also be a Project Manager without being a Manager (in which case you don’t have people reporting to you — you just deal with overseeing the project-specific tasks).
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13. Administrative and Financial Skills
Most managers have a budget, and you’ll have to be able to set the budget and then manage to it. You’ll also have to deal with hiring, firing, rewarding good employee performance, dealing with unacceptable performance from some employees, and generally making sure that your employees have the environment and tools they need to do their work.  It’s ironic that this is skill number 13 (an unlucky number in some cultures), because a lot of managers hate this part of the job the most.  But if you’re good at budgeting, you’ll find it much easier to do the things you want to do.  And hiring and dealing with employees on a day-to-day basis is one of the key skills to give you the best, happiest and most productive employees.
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Behavior control

Conflict is a normal and natural occurrence of interacting with one another. The cost of resolving conflict is negligible relative to the cost of leaving conflicts unresolved.

Individuals can be motivated by proper design of their work environment or by praise for their performance, while punishment for poor performance produces negative results.

Such works that gave them rewards and praises are repeated while such works that gave them punishments are avoided
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Difficult behavior can inhibit performance in others and will only deteriorate if left alone, contaminating more people and incurring hidden costs for the organization. 

Most conflict within and involving people revolve around unfulfilled needs, primarily the psychological need for control, recognition, affection, and respect. 

These needs are natural and quite human in that we all crave them, but when unacceptable or problematic behavior has been rewarded in the past in fulfillment of these needs, difficult behavior motivates the individual. 

We should try not to reward difficult behavior or reinforce actions or inactions that manifest it. There is no magic pill but there is a prescription to change behavior in others. 
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A basic problem in communication lies not so much in conflicting positions, but in the conflict between each person’s needs, desires, concerns, and fears. 

Reconciling interests rather than positions works toward resolution.

People tend to see what they want to see and, from all available facts and information, will select and focus on those that confirm their prior perceptions and disregard or misinterpret those that call their perceptions into question. 

Listening is an art by which we use empathy to reach across the space between us. 

Emotions play an important role in everyday behavior, and there is no thought, attitude, idea, or action that does not have a related emotional counterpart.
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Control of behavior

Use Conflict as a Natural Resource. People who work together have different perceptions, and it would be unnatural if they did not disagree from time to time. The conflict generated can be a first step on the road to improving communication, solving a problem, and even building trust and cooperation. Avoidance or hiding conflict can be much more damaging in the workplace than facing it and dealing with it appropriately. You may even find that proverbial silver lining in a dark cloud. 

Don’t React. Take time to cool off and gather your emotions. The most natural thing to do when faced with a difficult person or situation is to react. Give yourself time to think and remain focused on identifying the real needs and interests of the other person and yourself. Deep breathing and counting to ten is very helpful. 

Deal with Feelings. Helping the other person identify or acknowledge their feelings tends to reduce the intensity of those feelings and allows the person to focus on the underlying issues. By encouraging and permitting the expression of negative feelings without fear of reprisal or punishment, you have increased the probability that your similar emotional expressions will be better accepted. 
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Attack the Problem, Not the Person. Keep an objective eye on the problem and detach any feelings about the person presenting it. Try to understand what the actual problem is and generate possibilities for settling it. Don’t attack the other person and try to see the situation from their point of view. If you make assumptions about their behavior, verify by asking or repeat what you thought you heard. Show respect, try not to interrupt, and avoid using hostile words that inflame. 

Practice Direct Communication. Speak directly to the other party. Use “I” statements and be clear about points of agreement, about purpose, and about needs. Use body language to show support and attention. Ask questions to clarify and paraphrase what the other person is attempting to communicate to you. Ask problem solving questions. Other people can provide you with some very important information about yourself, positive and negative, and you can provide equally important information helpful to them. Words alone do not convey this information, so be aware of your body language and tone of voice. 

Look Past Positions to the Underlying Interests. A position is someone’s limited view of what solution is necessary to meet a particular need. Until the needs and interests of each of you are ascertained, it is not possible to generate options that will be mutually beneficial and agreeable. Try to identify the other person’s physical or psychological needs, along with your common interests. You can bring these interests to the surface or you can leave them submerged only to emerge in unmanageable ways later. 

Focus on the Future. Proving or disproving past allegations may not be of value to a continuing relationship at work. Give the other person ownership in the resolution. Don’t sell your ideas but engage in a joint problem solving discussion. Ask what’s important and be sure agreement is reached in dignity and respect for each of you. Any ongoing relationship you have with someone is longitudinal and can be altered to be constructive and improved. What just happened may be important or it may be trivial depending on how you want to make it appear just now. Remember, in a marathon you must pace yourself and believe that things will improve if only you give it the chance. 
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