Greenwich University was established under an Act passed through Sindh Government and is properly recognized by the HEC (Higher Education Commission) as a degree-awarding institute. It was formerly a part of a world-known university chain of “Greenwich Universities” but later on it was broken up from that chain due to some confidential issues. But still, it is known for its academic excellence. It is still recognized around the globe as one of the leading institutes in Pakistan in terms of various faculties and degrees. Greenwich University is also legally empowered to offer its degree program overseas, and to grant affiliation to other institutions. But it has not yet practiced its mentioned power. 
People at Greenwich University consider education as a never-lasting effort. This is the reason why they continuously try their level best to develop their programs in order to provide students with the skills that are professional. Besides, they also consider it as their sole attempt to give students the knowledge so that they take their place as leaders in various aspects of life, ranging from business to commerce or any other professions the students may choose to pursue. 
As quoted by the Vice Chancellor Ms Seema Mughal, the philosophy of education at Greenwich is to produce a ‘rounded personality, fortified with a variety of knowledge, and capable of tackling difficult situations with tact grace, and equanimity’. This is the reason that the people and administration at Greenwich University provide a user-friendly computer lab, a library well equipped with books, and the latest international journals and, above all a faculty which compares with the best available anywhere in the country. Greenwich University has strived since its existence to be judged by highest academic standards, and to reach this goal they have been using student-centered approach in which the teacher is considered as a facilitator rather than a Mr. Know-All. 
The best and distinctive thing about Greenwich University is that they also accept the “Non-Degree Students”. Non-Degree students are those pupils who want to study just for the sake of the enhancement of their knowledge and not for any degree. Such students are allowed to take courses at university for one semester only, until they refresh their admission. 
Faculties 

Greenwich University has five faculties, out of which ‘Islamic Learning’ was added recently in order to let the students know about the Islamic teachings. The five faculties are Arts, Sciences, Management Sciences, Social Sciences and Islamic Learning. 
1. Arts: 
In the wake of the sweeping tide of globalization, the importance of English is no longer a matter of individual opinion. It has come to be accepted as the language of international communication. The courses that the Greenwich University provides in the faculty of arts vary from the education level. The courses offered in Arts Faculty are as follows: 
• Undergraduate 
B.S (Honors) in English 
• Graduate 
M.S in English 
• MPhil/PhD 
Mphil/PhD in English 


2. Sciences: 
The courses of Computer Science & Information Technology are designed to provide a broad and comprehensive introduction to Computer Systems. Students learn to design, develop and implement, software systems in different computing languages and to analyze and improve the efficiency of computing systems. The courses in Sciences Faculty as are follows: 
• Undergraduate 
B.S. in Computer Science 
B.S in Information Technology 
• Graduate 
M.S in Computer Science 
M.S in Information Technology 

3. Management Sciences: 
Management Science involves the application of scientific principles to assist decision makers in taking rational and intelligent decisions. It is concerned with scientifically deciding how best to design and operate systems, usually under conditions requiring the allocation of scarce resources. 
• Undergraduate 
BS Business Administration (BS-BA). 

• Graduate 
Masters in Business Administration (MBA) 
Executive Masters in Business Administration (EMBA) 

• MPhil/PhD 
MPhil/PhD in Human Resources Marketing 
MPhil/PhD in Marketing 
MPhil/PhD in Finance 

4. Social Sciences: 
During the last five decades at the tertiary level, the number of disciplines under the generic title of social sciences has significantly expanded, along with the expansion in faculty teaching these disciplines. In the faculty of Social Sciences, there are various courses offered. 
• Undergraduate 
B.S in Communication and Media Studies 
B.S. Economics 
B.S. Gender & Women Studies 
B.S. International Relations 
B.S. Political Science 
B.S. Social Work 
B.S. Sociology 
• Graduate 
M.S. Communication & Media Studies 
M.S. Criminology 
M.S. Economics 
M.S. Gender & Women Studies 
M.S. International Relations 
M.S. Political Science 
M.S. Social Work 
M.S. Sociology 
• MPhil/PhD 
MPhil Communication and Media Studies 
MPhil Criminology 
MPhil Economics 
MPhil Gender and Women Studies 
MPhil International Relations 
MPhil Political Science 
MPhil Social Work 
MPhil Sociology 

5. Islamic Learning 
Having realized the needs of the contemporary world, the Faculty of Islamic Learning, Greenwich University offers Masters program in Islamic Studies and Comparative Religion. The courses offered under this faculty are: 
• Graduate 
M.A. Comparative Religions 
M.A Islamic Studies 
• MPhil/PhD 
Mphil Islamic Studies 
Kamal-e-Tahqeeq (E-Journal) 


Hierarchy 


Reasons for choosing Greenwich University 
Though there have been only 3 years that the Greenwich University has come into being, but they have achieved high success in terms of academics. Today, it is widely known for its academic excellence. The reasons for choosing Greenwich University were many, to quote some of them: 
1. Brand name 
As previously mentioned, Greenwich university is famous for its academic excellence and the methodology of the teachers i.e. the way they teach students. The faculty at Greenwich University is highly skilled and consists of __ PhD holders. This was one of our reasons to choose Greenwich University that we were attracted to the brand name of this institute. 
2. Proximity 
We chose Greenwich University as our Organizational behavior project partly because of our relations with the people over there. We had an affiliation with the students of the Greenwich University who were taking courses ranging from BS-BA to MBA and short courses. One of our group members had family terms with a notable person in the administration department at Greenwich University, so it was a bit easier for us to approach to the higher authorities through him for the interviews. Thus, our data-collection phase was done easily. 
3. Convenience Factor 
As a matter of fact, Greenwich University’s campus at Defence Phase 5 was not too far from most of our group members’ residences. So this factor was also taken into account while brainstorming what organization to work upon. This factor helped us in a way that even if we didn’t have any class or work at SZABIST, we could still go to Greenwich University in minutes to collect the information or to take the interviews. 







Chapter 2 
Questionnaire and Interview Analysis 



Introduction 
As we know that every organization had three management levels. One being the top-level management which comprises of the people at or near to the level of CEOs and Chancellors etc, and the other two the middle-management and lower-level management. It is necessary for each organization to work with harmony with each other so that the organization can foster smoothly without any jerks. Middle management has to work as an assistant to the top-level management, while the lower-level management has to work as an assistant to the middle management. Likewise, in the case of Greenwich University, we first examined the hierarchy level explained in the previous chapter. Having done that, we chose an authority from each level to interview. From the top-level management, we chose Ms. Seema Mughal (Vice-Chancellor Greenwich University); from middle management, we chose Ms. Sadia Rafi (Coordinator); and from lower-level management we chose Mr. Saifuddin Hussain (Accounts Assistant). 
The personality aspects on which they have been assessed are, their locus of control, their self-esteem, their self-monitoring, how Machiavellian they are, whether they fall into personality type A or B and how deeply incorporated are stress management and risk management techniques in their personalities. Moreover, their decision making abilities and ability to handle organizational politics have also been assessed. The assessment was done on the basis of questionnaires and structured interviews. The results varied from person to person, which will be discussed in this chapter. 










TOP-LEVEL MANAGEMENT 



MS. SEEMA MUGHAL 
(VICE CHANCELLOR GREENWICH UNIVERSITY) 

Ms. Seema Mughal 
Ms. Seema Mughal is the Vice Chancellor at Greenwich University and according to our management level division she falls into the category of top-level management. She has a vigilant eye on day-to-day affairs of the organization and has several leadership qualities. 
• Inherited Characteristics 
Ms. Seema Mughal, when asked about any inherited characteristics, said that she has inherited the qualities of leadership from her mother. She further explained that when she was little she used to observe how her mother used to handle different sort of situations which were visibly difficult to handle. She also learnt how to deal with the house-hold problems in an effective way, and then she applied those concepts in her organization and found out that it really worked. 
• Motivation 
To Ms. Seema Mughal, her favourite personalities’ quotations and sayings are her biggest motivation. This was also obvious from her message in the newsletter of Greenwich University “G Vision”, in which she has repeatedly quoted some sayings of few famous personalities. Her favorite personalities include Scotts Fitzgerald, Charlie Chaplin, Tennyson. 
• Locus of Control 
Locus of control determines how strong a person is internally. On the basis of the questionnaire she filled for us, Ms. Mughal has high locus of control. According to that questionnaire, the score between 8-10 is high internal locus of control, and Ms. Mughal’s score was 9. It is important for a leading figure in an organization to have a high internal locus of control, and the same applies for Ms. Seema Mughal. 
• Personality Type 
Ms. Seema Mughal has a type A personality. She loves to do as many works as possible in a time. Moreover, she finds it difficult to find any leisure time in her time schedule. She is also a quick decision maker which contributes well to her personality type. 

• Machiavellianism 
Among a random sample of American adults, the national average score was 25. The Vice Chancellor’s score was 34, which shows that she is high in Machiavellianism. It is also obvious from that fact that she does not mix up her personal affairs or issues at home with her behavior at the organization. She has made a fine distinction line between her house-hold issues and organizational behavior. She is also good at dealing with her anger and temper. However, she does not believe in the politics inside organization as she is of the view that politics within an organization spoils the behaviors of the personnel. 
• Leadership Style 
Ms. Seema Mughal has an autocratic style of leadership. This is partly because of her high-level authority that she is capable of exercising the powers that she has been provided on being the Vice Chancellor. Her focus is on getting work being done as she has a personality type A, so this shows that she has the quality of job-centered leadership. 
• Self Esteem 
In the questionnaire that was provided to Ms. Seema Mughal, she scored 68 in self-esteem section which shows that she has high self esteem. She is always confident whatever she does and has the belief that everybody at her organization loves her and her work. She does not get the bad comments about her at her heart and considers it as a good opportunity for her to strive for betterment. It is less likely for her to accept the others’ decisions and this contributes positively to her self-esteem but negatively to the employee-participation and ‘decision acceptance’ quality. 
• Self Monitored 
Surprisingly, Ms. Seema Mughal was not highly self-monitored but she was a moderate in this aspect. As mentioned in the questionnaire, high self-monitors are defined as those with scores of 53 or higher. Ms. Seema Mughal’s score was 40 which makes her a moderate self-monitor as there is not a significant difference between the scores of 53 and 40. 


• Reaction of Subordinates 
The people at Greenwich University were comfortable and happy with the leadership style of Ms. Seema Mughal. We asked them to give comments about their Vice Chancellor after giving them assurances that their name will be kept confidential. And the overall result showed that almost everyone is happy with her because she is adaptive to various situations and has the capability to resolve the issues effectively. 
It can be concluded from the above analysis that Ms. Seema Mughal possesses an A type personality, with a high internal locus of control and is moderate self-monitored. She also has high self-esteem, a high mach personality. She is motivated by the people she admires and her leadership style is autocratic and job-centered. 










MIDDLE-LEVEL MANAGEMENT 



MS. SADIA RAFI 
(CO-ORDINATOR GREENWICH UNIVERSITY) 










LOWER-LEVEL MANAGEMENT 



MR. SAIFUDDIN HUSSAIN 
(ACCOUNTANT’S ASSITANT GREENWICH UNIVERSITY) 












APPLYING THEORIES 


Management Style: 
There are generally two management types that are dominant throughout the business world i.e. autocratic and democratic. Autocratic leadership generally involves those personnel who are confident amongst themselves, who believe that managing and making correct decisions are only their responsibility. Such people usually have high internal locus of control and are not swayed by external factors. Where as on the other hand democratic leadership is just the opposite as participative leadership is involved. No single person makes decisions by himself and decision is made via mutual consensus. 
The upper management ranked high on both Machiavellianism and self-esteem. They are highly confident as well as manipulative. Further more they have high internal locus of control which means that whatever decision they make, they would not be influenced by others to change it. Thus if you combine all these factors it is clearly pointing towards an autocratic leadership style and they make unilateral decisions as they have got legitimate and expert power with them for acceptance of their views. 
The Middle management has the same attributes as the upper management with the exception that they are high risk takers. Thus comparatively middle management is more inclined towards autocratic type of leadership style as compared to lower-level management as they are classified into A- category of personality. Thus they, like the upper-management, lead an autocratic leadership style. 
The Lower-management on the other hand is totally opposite to them as they have low self- esteem, are non-risk takers and have external locus of control. This simply means that these people lack in self belief and are afraid of making decisions on their own. Thus they follow the Democratic leadership style in which they share the responsibility. 

Michigan studies: 
These studies have identified two management types which are centered on two aspects. Attaining the optimum output level or to care for the well being of the employees in order to produce the optimum/desired level of output. Thus the two types are employee centered leader behavior and job-centered leader behavior. 
Upper-management as discussed earlier is confident and is moderate in risk taking behavior. They only want the results and set up tasks that must be achieved by the management below them. Therefore they have job-centered leader behavior. 
Middle management is quite similar to the upper management according to the personality tests that we took. The middle management is actually the administration department whose job is typically to define the technical aspects of the job, planning and coordinating employee efforts. Due to these reasons they lie in job-centered leader behavior. 
Finally the lower management is employee centered and they work on teamwork, distribution of work. They do care about interpersonal relationships; involve their fellow employees in decision making, thus participation is present in accounts department and with all the clerks. 

The Ohio State Studies 
The Ohio State studies is the most comprehensive and replicated studies of leadership behavior. The researchers have divided leadership behavior in two dimensions i.e. Initiating structure and Consideration. 
The Initiating Structure is applicable to those leaders who define the roles of employees by themselves. They clarify the tasks, responsibilities, practice time management and coordination. Thus this style matches the democratic style to a certain extent as decisions is mainly made by a single person without participation involved. Therefore according to our research the upper level management and the middle level management practice initiating structure as personnel in both the management are moderate to high risk takers, have internal locus of control and have high Machiavellianism. 
The Consideration Structure focuses on relationship and the well being of the employees of the company. Development of trust, appreciation of work done and employee participation are the distinguishing factors of this theory. The lower level management follows this structure as decision making there is not centralized. People usually have low self esteem, low on Machiavellianism, external locus of control and thus are dependent upon one another. Thus consensus amongst decisions is present and high participation and trust is present amongst the employees and the leader (Mr. Saifuddin Husssain) 

Blake and Mouton’s Managerial Grid 
The grid developed by Blake and Mouton consists of a two dimensional graphical representation of leadership style. The two grids “Concern for the people” and “Concern for production” basically represent the Ohio state theory and Michigan studies and their leadership types. The scaling is done on the grid from 1-9 and hypothetically those managers are best who score 9 on each grid, which is highly unrealistic. 
The upper level management according to our studies score around 7-8 on “concern for production “grid and 5 on “Concern for people” grid. Thus, they are generally inclined towards Concern for production, wanting efficiency standards with little care for employee development and participation. 
The middle level management scores high on “Concern for production” grid, around 8-9 because apart from having the characteristics of the upper management, they also are high risk takers and generally have little time to ponder upon decision making. They want quick and fast solutions and decision making process and as a result are highly oriented towards production/ attainment of goals and objectives and care less for the human aspects of the organization. 
The lower level management contrastingly is high on “Concern for people” and average on “concern for production”. They emphasize more on relationship building and commitment level. They do not made autocratic decisions and invoke participation of fellow members in order that the decisions may be accepted wholly and thus eradicates any misconception and miscommunication. Since they carter for human aspects of the organization, therefore they are justified scoring high on “Concern for people” grid. 

Fiedler’s Contingency Model 
Now come the contingency theories. In contingency theories, the first is “Fiedler’s Contingency Model”. This model relates situation’s favorability toward various leadership styles, to help leaders determine the best approach in a given situation. Three variables define favorability of a situation for leadership; these are “Leader-member relation”, “task structure” and “Position Power”. 
According to Fiedler’s Contingency model, the Upper Management of Greenwich would fall into “Leader Member relation.” This variable shows the willingness of employees to respond to leader’s guidance. In this situation, the upper management plays a role of a leader and all the employees follow their orders with full willingness. 
Then comes the middle management. Middle management of Greenwich would fall into “Position Power”. This means the degree of authority granted to a manager to hire, reward and discipline employees. At the middle level, managers at Greenwich have the power to hire the low level employees and reward and appreciate them. 
At the lower level, according to Fiedler’s model, “task structure” is used which states the degree to which job’s method of performance is clearly defined. At Greenwich, the lower level managers are assigned the duties and responsibilities of their job. They clearly know what their job is and what things they have to manage. 

Path Goal Theory 
The second theory in the contingency model is “Path Goal Theory”. This theory states that leader effectiveness depends on the ability to motivate and satisfy employees so that they will perform. Depending on the situation, a leader can adopt any of four leader behaviors; these are Directive, Supportive, Participative and Achievement-oriented. 
According to Path Goal Theory, the upper management of Greenwich would come into “Supportive” behavior, which involves concern for employee’s needs and well-being. At the upper level, they care for employee’s needs and wants, so that the employees are motivated and work well. 
The middle managers would come into “Directive” behavior, in which managers tell employees exactly what they should do and how to do it. At the middle level, managers direct their subordinates and tell them the right manner and the exact way to perform the required task; because they hire the low level employees and know the duties of each employee very well. 
The lower level managers are in “Participative” behavior, which is consulting with employees, seeking their ideas and encouraging participation in decision-making. In this case, it would be to consult with the students and teachers at Greenwich, taking the feedback from them, whether they are satisfied or not. In addition, asking for the new ideas and opinions to make better changes at Greenwich, if needed. 

Vroom-Yetton-Jago Model 
The next theory in the contingency model is “Vroom-Yetton-Jago model. This model analyzes how situational factors affect the degree of employee participation in decision making. This model has developed a series of decision trees to help managers consider a wide variety of problems. The questions affect four types of situational factors that affect the decision; that are “Decision Quality”, “Decision Acceptance”, “Concern for employee development” and “Concern for Time”. We have applied this theory to the Greenwich University’s management. 
At the upper level, the decision quality is moderate; whereas the decision acceptance is very low as Ms. Seema Mughal possesses an autocratic type of leadership. At upper level, the concern for employee development is low because it is the job of middle level management; whereas the concern for time is high. 
At the middle level of management, the quality of decision is low, that’s why the middle level managers are not really involved in company’s major decisions, but take decision on their subordinate or lower management issues; whereas, the acceptance of decision is moderate. The concern for employee development at middle level is low and the concern for time is moderate. 
Now we come to the lower management at Greenwich. At the lower level, the quality of decision is high because these people only have to take decisions of their own job; and in addition the acceptance of decision is high too because they themselves and their colleagues have to follow the new decisions taken. At the lower level, the concern of employee development is moderate because they have a low level job and they are totally concerned with that; whereas the concern for time is low. 

Bases of Power 
After the leadership theories, now comes the power. Power is the capacity to influence so that others act according to your wishes. There are five bases of power, they are: legitimate power, reward power, coercive power, expert power and referent power. We will apply these bases of power to each level of management at Greenwich. 
The upper level management at Greenwich has “legitimate” and “expert” power. Legitimate Power refers to power of an individual because of the relative position and duties of the holder of the position within an organization. Legitimate Power is formal authority delegated to the holder of the position. This is the most obvious and also the most important kind of power. Other than the legitimate power, they have expert power. Expert Power is an individual's power deriving from the skills or expertise of the person and the organization's needs for those skills and expertise. Unlike the others, this type of power is usually highly specific and limited to the particular area in which the expert is trained and qualified. 
The middle level management at Greenwich has “reward” and “coercive” power. Reward Power depends upon the ability of the power wielder to confer valued material rewards; it refers to the degree to which the individual can give others a reward of some kind such as benefits, time off, desired gifts, promotions or increases in pay or responsibility. In addition to the reward power, they have coercive power. Coercive Power means the application of negative influences onto employees. It might refer to the ability to demote or to withhold other rewards. It's the desire for valued rewards or the fear of having them withheld that ensures the obedience of those under power. 
Finally the lower management. The lower management at Greenwich has “referent or illegitimate” power. Referent Power means the power or ability of individuals to attract others and build loyalty. It's based on the charisma and interpersonal skills of the power holder. Here the person under power desires to identify with these personal qualities, and gains satisfaction from being an accepted follower. 








Chapter 3 

Comparative Analysis and Conclusion 


Comparative Analysis 
For an organization to work efficiently a strong and charismatic leadership is required which should guide the organization and its employees so that maximum productivity can be achieved. The Greenwich University has just started its journey in the field of education but if such management exists then it is quite hard for the organization to reach the top like SZABIST has done in the past 15 years. Although the vice chancellor Ms. Seema Mughal had exceptional leadership qualities and had expert power with her but she only focused on the attainment of goals and deadlines with little concern for the needs of the employees. Ms. Sadia Rafi also shared the traits of Ms. Mughal and they both had high internal locus of control but ignored the human side of the organization. On the contrary Mr. Saifuddin the accountant’s assistant catered for the employees but had external locus of control. He did not have that much trust in his decision making skills. 
Both Ms. Seema and Ms. Sadia had the ability to manipulate other people in order to get the work done effectively. They had high self monitoring scores which means that they can put up a strong face at work and can guide their subordinates even in difficult times as they will mask their own anxiety and worries. Mr. Saifuddin is not a manipulative person, further more he is low on self monitor but being an accountant, he does not need to be a high manipulator as his job does not require him being one. 
Ms.Seema Mughal has a high level of self esteem which is critical for her position in the hierarchy. Being the vice chancellor she needs to have confidence in her abilities and decision making skills. She needs to set examples so that other people will follow her. Ms. Sadia like her superior is high on self esteem and as a result is performing well as a coordinator under her. Mr. Saifuddin on the other hand is a different story altogether as he is quite low on self esteem and this is a bit dangerous for the organization as a person in a critical position like him needs to believe that what he is doing is right and must be absolutely sure about his decisions. 
Ms. Seema Mughal has an A personality type where as Ms. Sadia is an A-. This means that both of them are well suited for the jobs which they are in as they make sure that deadlines are met and work is done on time. These personality types also plan for the future and want excellence in their works. The only downfall which they have is that they are too much production oriented and do not show concern for the employees which could not matter in the short run but it will hurt the organization in the long run as employee motivation and trust would not be created. Thus, they both need to work on their recreational aspect and Mr. Saifuddin on the other hand has a B personality type which is although good for his job but his low self confidence is a danger to the organization as he can be easily pressurized in taking actions against his own judgment as he is not sure of his own skill and decision making abilities therefore he needs to work on his self esteem and build his confidence level in order to make more progress in his career. 

Conclusion 
To conclude, the three personalities from different departments and levels of management at Greenwich University are erring in one way or another and are not performing on the level which is expected of them. Ms. Seema Mughal has a lot of experience in handling people but she does not have excellent communication skills. She seems overconfident about her decisions and at times rude to her employees as she has autocratic style of leadership. Ms. Sadia has excellent communication skills and is highly motivated towards her work. She coordinates well but she is a high risk taker and due to that she usually does not have enough time for decision making. She wants quick solutions of the problems which is alright for the short term but more complex issues cannot be resolved such quickly. Finally Mr. Saifuddin has the best personality when it comes to having good relations with his subordinates but he also had low self esteem and was not an assertive character. His job demands that he has confidence amongst his decisions and he should not be influenced easily by external factors but sadly that is not the case. Therefore in order for Greenwich University to make a name amongst other universities and to become as efficient as IBA and/or SZABIST, it has to make critical changes in its management or it has to train its employees in order to eradicate the downfalls of their personalities in relation to their work. 


Recommendations 
The management at Greenwich University needs to improve their attitude towards their professional work and there is a lot that can be done for improvement. 
Ms. Seema Mughal should concentrate more on developing her communication skills and she needs to show concern for her subordinates as well. She needs to stop thinking that she is superior and only she can make good decisions and should involve other people in a decision making. Doing this will improve her communication and interpersonal relationship with her subordinates. 
As far as Ms. Sadia is concerned she needs to collect ideas from other people as well and should give proper time and thought over the decisions that she makes. This would help resolve any conflict that might be present in the management and would also reduce any ambiguity and misconceptions about her decisions. 
Finally Mr. Saifuddin needs to be definite about his own decisions. He needs to increase his self determination and self esteem. He would also need to increase his manipulative power in order to make his presence felt and to be more successful and professional in his career.

