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HUMAN INTERRELATIONSHIPS AND ORGANIZATIONAL BEHAVIOR
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The approach to the study of organizational functioning
through human relations is a healthy development in the field of
public and business administration. It represents a corrective
to the overemphasis upon the machine theory of organization; it
takes into account a neglected phase of organizational objectives,
the satisfactions of its members; and it opens new vistas into the
whole area of group structure and group process., Nevertheless,
the problems with which ¢lder theories of organizational structure
were concerned are not.automatically solved by an emphasis upon
the psychology of inter-personal relations. The apparent conflict
between the machine theory approach and the human relations,
or psychological, approach must be faced in concrete terms of
all the consequences for organizational functioning of the practices

dictated by each theory, We must start, then, with some understanding



of the development of these two types of theory as they have been

elaborated to deal with problems of effective organizational functioning.

Traditional Organizational Theory

The older theory of organizations recognized the fact that bureau-
cracy was one of the greatest social inventions of the modern western
world. Organizational structure is, of course, as old as the human race,
but its conscious and systematic exploitation for dealing with all areas
of life is coincidental with the develomment of industrial capitalistic
society., Max Weber has given us the classical analysis of the ways in
which organized patterns can be divorced from feudal and personal encum-—
brances and employed for rational purposes. (21) The application of
the rational model of organizations to industry was stimilated by the
work of Taylor on scientific management and its application (19) to
governmental organizations by the writings of Iuther Gulick (6).

The organizational or machine model is a blue print which specifies
the necessary activities for efficiently meeting organizational require—
ments. These necessary behaviors are assigned as duties to incumbents
of positions in the organization, The organizational positions and their
attendant functions are described without reference to the personality
characteristics or the needs or the wishes of the human beings in the
organization. What is set up is a gystem of inter-locking rcles from
which standardized behavior will emerge regardless of the particular

personnel in the organization at any one point of time. Whatever seems to



be a requirement of the organization can be handled by role specification,
whether the demand is for odious tasks such as those of the executioner

or whether the demand is for self-destruction as in the case of suicide
missions for the armed services. To insure that the organization functions
in terms of its role specifications, it is necessary to introduce mechanisms
of control and coordination. The control mechanism provides rewards for
proper role performance and sanctions to prevent failures in role per-
formance as well as feedback to the top of the organization about the
functioning of its various parts. Coordination is necessary to assure
efficient operation through the proper allocation of duties and the timing
of their execution. The rational model gives major consideration to two
factors., (1) The most efficient patterning of standardized activities
for meeting organizational requirements. (2) The control devices to
insure in fact that the organization will function according to this
pattern.

Many principles and procedures have been developed in the interst of
efficiency of operation and of control. The principle of unity of command
is translated into centralization of decision making at the top level
of the organization. A logical control. device for unity of command is
man to man responsibility down the line. A limited span of control, i.e.
the number of role incumbents reporting to a superior, is a further device
in the interest of control and coordination. Coordination and control
are also implemented by devices over which most role incumbenis have no
power, such as the speed of the assembly line. Efficiency of performance

is attained through complete standardization of the most effective pattern



of activity. For example, there is an optimum way of assembling a gun and
the soldier must master its assembly according to the standardized operat-
ing procedure.

Standardization applies, moreover, to all the functions in the
organization including communication hetween offices. For example, inter-
office memos may be restricted to a page in length and must follow proto-
col specifying order of presentation, Moreover, all commnication should
follow the interoffice memo pattern to meet the old railroad dictum "Don't
say it, write it -- you can't file a conversation." Another basic pro-
cedure for achieving efficiency is specialization and job fractiomation.
Any human activity can be broken down into its component parts and these
parts can be assipned as duties or specific roles. Such fractionation
makes the training of role incumbents easier and makes for more complete
control of what goes on in the organization. A role incumbent responsible
for a camplex set of tasks cannot be coordinated and checked on as readily
as a role incumbent with a limited set of responsibilities. Through
specialization and standardization, errors can be avoided. For example,
the halfback playing defense must follow the standardized prescription
of never allowing a pass receiver to get between him and the goal line.
An efficient organization, moreover, is one in which there is little
duplication of function. For example, according to this theory it would
be wasteful to maintain separate files in all offices of the organization
when there can be a centralized filing system for each large unit. A

related principle has to do with standards of uniformity. Standardization



of work procedures means a uniformity in performance and people in the
same roles. Uniformity is also applied to other aspects of the function-
ing of the organization so that rewards, penalties and all personnel
practices are applied in a2 uniform ﬁanner.

The development of the ratiocnal or machine model, to use J. Worthy's
term (22), has contributed heavily to the productivity of industrial or-
ganizations. The assembly line and mass production embodying the principles
of rational bureaucracy have paid rich dividends. Yet the total picture
is more complicated than the older scientific management school would
have predicted. Perhaps the most extreme embodiments of the bureaucratic
model. are to be found in the armed services ana in the railreads. In
both these types of organization we have maximum emphasis upon the prin-
ciple of unity of command and of standard operating procedures. The
facts, however, are that the railroads do not measure up to some other
industrial concerns in total efficiency of operation and that armies
traditionally are better prepared for the past rather than the present
war. Apparently there are limitations to the simple translation of

machine theory into operational procedures.

The Psychological Approach

It is remarkable that in spite of the contimuing success story of
the bureaucratic model, there are so many people who have become articulate
in their opposition to it. The early idealistic revolt against machine

theory took the form of protest against the stunting of personality thraugh



depriving people of the satisfactions of craftsmanship and self expression
in their jobs. A more potent opposition developed from research which
showed the self-defeating nature of some of the very mechanisms for
achieving effectiveness of operation.‘ Elton Mayo and his co-workers
documented the theory that organizational functioning de facto is not the
same as organizational functioning de jure (1L). Their findings about
the importance of informal standards in work groups for productivity hawve
been substantiated in subsequent research. The Human Relations program
of the Michigan Survey Research Center has pinpointed some of the weak-
nesses of the bureancratic machine model by studies which demonstrated

(1) that man to man accountability down the line is often not as effective
as a looser pattern of control, (2) that job fractionation and narrow
role prescription can lead to lower rather than higher productivity and
(3) that the rule-oriented or institutional supervisor concerned primarily
with the observance of the role prescriptions of the organization is a
weaker leader in attaining organizational objectives than the supervisor
more oriented toward people (7, 9, 10). The work of Trist and his col-
leagues at the Tavistock Institute has: suggested that increases in
productivity and decreases in turnover and absenteeism can be accomplished
in the British coal mines by introducing job enlargement and giving groups
rather than individuals responsibility for job performance. {20) The most
recent summary of the behavioral sclence findings related to organizational
functioning, the work of B. Bass, furnishes additional documentation to

the above findings (L).



It should also be noted that sociological theorists, as March and
Simon peoint out, are concerned with £hs unanticipated dysfunctional
consequences of bureaucratic organization (13). For example, the model
of Gouldner calls attention to the fact that while the need for control
leads to general impersonal rules and a resnlting definition of uwnacceptable
behavior, there is the unanticipated consequence of Increasing knowledge
about minimum acceptable behavior (5). 4And D. McGregor points out that
management is still inhibited in new ahd creative solutions of its prob-
lems by the inadequacy of conventional organization theory (15).

The opposition to the bureaucratic model thus stems from the research
\ and theories of psychologists and sociologists whose main criticism is
that the model takes little account of the motivations which attract
people to an orgamization, hold them in it, and energize them'to perform
their tasks at an optimum level. The modern reformulation of old bureau-
cratic theory is to recognize two sets of organizational and group func-
tions: the task functions and the socio—emotional functions. The latter
have to do with the psychological processes for maintaining morale. F.
Bales and his colleagues have demonstrated the different requirements of

task and socio-emotional roles in small groups (2) and Barnard's earlier

formulation of organizational requirements stressed both the achievement
of organizational purposes and the satisfaction of the immediate needs of
its members (3). N. Morse, in a penetrating analysis of the problem, has
described these functions as the binding-between and the binding-in, - the

binding-between functions are those emphasized in the older machine theory



and are concerned with the most efficient blue print which can be devised
for organizational structures and role systems for the direct accomplish-
ment of organizational tasks (16). They would include the devices already
referred to in discussing unity of command, job standardization and special-
ization, uniformity of procedures and practices and coordination and con-
trol. The binding-in functions would include the processes by which
people are induced to enter and stay in the organization and the rewards,
penalties and satisfactions which determine the quality and quantity of
their performance. b

The discovery of the importance of binding-in or socio-emotional
functions led some writers to a neglect of the importance of the bureau-
cratic structure in its contributions to organizational products or outcames.
The Mayo tradition is guilty to some degree of the neglect of formal
structure in its emphasis upon informal structure, The human relations
approach, in the hands of some students and practitioners, has also
overleooked the significance of organizational structures concerned with
the efficient attainment of organizational objectives. When this approach
is carried to an extreme it assumes that if sﬁperiors and supervisors are
considerate and decent in their dealings with those below them, as well
as with their colleagues, organizational functioning will be greatly
improved. And similarly, the group dynamics approach with its emphasis
upon small group democracy neglects the organizational structure within
wnich the small groups operate. —- the organizational structure dewveloped
to bind together many sub-~structures for the coordination of many people

toward a commen effort.



Solutions to the Conflict Between the Traditional and

Psychological Approaches

In other words, the recognition of the neéessity for dealing with
the socio-emotional functions in organizations does not solve the prob-
lem of how such functions relate to the more traditional and still vital
task functions of the organization. The solution of neglecting the
traditional bureaucratic structure is no solution. Another related solu-
tion is to recognize the nature of existing organizational structure and
to abolish it not by closing one's eyes to its existence but by doing so
in fact. Since men are moral and social institutions are immoral, let
us do away with social institutions. This Rousseau-like doctrine was

argued very foreibly by Floyd H. Allport in his Institutional Behavior some

thirty years ago and it has always had some support from individualistig
liberalism {(1). “

The most common sclution, however, to the inadequacies of institu-
tional functioning is the creation of more institutional machinery. 4
failure of coordination between two sub-parts of the organization is met
by setting up a group of coordinators and finally a coordinator to coor-
dinate the coordinators. & failure of commnication up the line is
countered by a suggestion system tied tc¢ incentives for the division
sending in the most suggestions to the department head. Yet guch a
device may by-pass the line of command and depress the essentlal functions
of certain supervisory levels. But the real tour de force comes when an

attempt is made to incorporate.the socio-emotional functions within the
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organizational structure as if they were identical with the binding-between
functions. If group decision increases the motivation of the group then
it should be institutionalized as any other technical device for increasing
productivity. The fact that gfcup decision can only be effective, if
other changes are made in organizational structure to give it freedam to
operate, is ignored. Or supervisors ére given a human relations course
énd the proper ways of dealing with their employees are institutionalized
without recognition of the fact that institutionalization of such practices
may be self-defeating. In other words this type of solution attempts to

deal with the basic inadequacies of institutional functioning by creating

more institutional machinery. A related but essentially different procedure
for correcting organizational wealknesses is to set up new and competing
organizational structureg within the same institutional structure. In
wartime the United States government has resorted to this procedure by the
creation of war agencies which to some extent duplicate the old line
agencies. lLacking the traditionalism of the old organization and its many
protective devices, the new agency can operate with vigor before it too
.accumilates protocol, red tape, and ritualiam. The genius of Franklin D.
Roosevelt resided in part in his insight into bureaucratic structure.
During World War II he reveled not only in the creaticn of new agencies
which overlapped in part with the traditional departments of government,
but in the setting up of evén newer war agencies to campete with yesterday's
creation. For emergency situations this type of solution has demonstrated
its merit, for it prevented the president frqm becoming a captive of bureau-

cratic structure, it raised motivation because of the competition between



agencies and it resulted in organizations concerned primarily with their
task or mission and not with their maintenance. It was still a relatively
inefficient way of getting the job done and is less appiicable to normal
peacetime operations.

The basic scolution to the dilénma is not abolition of democratic
practices, nor the abolition of organizations, nor operation bootstrap of
more and more institutionalization. The solution is one of reducing the
amount and type of institutionalization, of decentralizing all but the
most critical functions, of downward delegation, of consultative management,
of group rather than individual responsibility in many areas of the organi-
zation, of broad rather than narrow definition of the goals and sub-pgoals
of the organization, and of perceiving organizational procedures such as
standard operating procedures as a means to an end rather than as a sacred
end in themselves. In other words, we have been trapped by the concept of
the tight organization which can be neatly fitted into an organization
chart and which follows all the rules of machine theory. We need rather
to be able to tolerate the ambiguity of a loose organization with wide
margins of tolerance with respect to meeting role requirements. We need
to define the managerial and and supervisory roles less in terms of the
particular way of reaching a goal and more in terms of the goal itself.
Our criterion in most organizations should not be the absolutistie one of
trying to prevent every possible error but a probablistic one of the
relative likelihood of error. The attempt to guard against every possible

contingency is unrealistic and the organization should function more on the
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law of averages than of potential error. The criterion for the location
of decision making should always be: Can the decision be made effectively
at lower levels? .Many types of decisions can be delegated downward because
they can be made as effectively and often more effectively at lower levels
and because this frees {op management for more adequate consideration of

the truly important decisions.

Organizational Requirements

Before this type of solution can be applied to organizations, however,
it is necessary to become more specif;c about how organizations really
operate to achieve their goals. What types, of:behaviorsiare required from
the various role incumbents and how are these behaviors motivated? In a
sense these behaviors are our depéndent variables and we need to know
what independent and intervening variables will maximize their occurrence.
For the rank-and-file of any organiéaticn five types of requirements can
be specified:

1. People must remain in the organization for some optimum
period. An organization with a very high turnover will spend a dispropor-
tionaté amount of energy in recruiting and training its personnel. Some-
times too low turnover may be a2 problem in decreasing promotional oppor—
tunities within the organization. But the major point here is that people
must be attracted to the institution and must remain within it for same

considerable period.
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2. A related requirement is that people must be reliable and
regular in their attendance at their jobs. High absenteeism can be costly
to the organization.

3., The quantity of work turned out must be close to the role
requirements and sametimes in excess of the explicit or implicit norm .of
100 set by the organization. -The investment of energy must be such that
no matter what the role, whether it be a line or staff position, there is
a productive outcome,

h. The quality of work must again meet or exceed the standard
role requirements. Different organizations may have low or high standards
of tolerance for the quality of the job done, but there is always a limit
to the amount of error and of defective préducts permitted by the organiza-
tion.

5. In addition, most employees must on occasion go beyond the
demands of the role, not in quantity and quality of the work produced,
but in engaging in additional activities that will advance the goals of
the organization. A worker may come to the aid of his fellow workers whose
machine has run amuck. It may not be part of his job to study for a
more responsible position in the organization. - It may not be part of
his responsibility fo join his fellows and take group responsibility for
the operation when the foreman is called away, nor is he required to help
the organization recruit for additional employees. But most organizations
function effectively because a fair number of their employees will do some
things which go beyond their specific responsibilities —- beyond the call

of organizational duty.
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Now these five types of behavior though related are not necessarily
motivated by the same drives and needs. The motivational ‘pattern that will
attract and hold people to an organization are not necessarily the same
as those which will lead to higher productivity. Hence when we speak about
organizational practices and policies which will further the attainment
of organizational geals we need to specify which type
of behavior we are attempting to influence. All of these behaviors are
the product of motivational forces and organizational devices. Sometimes
the organizational devices affect motivation directly and thus have
immediate effects upon a given type of behavior. For example, a very
generous piece rate may speed up prodiction and an extreme type of job
fractionation may on the other hand be very destructive of motivation to
meet production standards. But on the other hand, the organizational device
may assume the form of by-passing individual motivation and control produc~
tion directly by controlling the speed of the assembly line, In this
latter case the only motivational factor that needs to be taken into account
is the acceptance by the workers of the rate gt which the line moves. And
this has probably been a matter of negotiation bgtween union and management
representatives. We shall refer to these direct.‘ effects upon the necessary
behaviors to reach goals as organizafional paths and to the direct motiva-
tional effects as motivational paths. An organization,: then, may employ
one of two paths to achieve a given sub-goal and it may use the organiza-
tional path for one sub-goal and a motivat;tonal path for another. Its
freedom to attract and hold members in a free soclety, however, can rarely

be an organizational means save for the armed services or for companies
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who control all the jobs in a company owned town, Similarly, work beyond
the line of duty is reached through motivational paths rather than through
organizatiénal controls, The quantity and quality of work, however, are

attainable by either path.

Motivational Patterns

Let us examine then the motivational patterns that are necessary
for the behaviors which make up these five sub-goals of the organization.
The ready recruitment of people into a system and the low turnover of those
in it are the direct reflection of £he attraction of the system as a sys-
tem. This system attractiveness may have little to do with the person's
commitment to the purposes of an organization. Individuals with a commit-
ment to organizational goals may only stay within the system if there are
no competing organizations. The teacher dedicated to the purpose of
education may move from one school to another, as he sees the possibilities
of making greater contributions toward his commitmeﬁt to education in one
school rather than angther. On the other hand, a person with no commiiment
to the purposes of an organization may stay in it because it is a pleasant
place to work, because there are benefits which accrue through membership
in the system and especially through seniority in it, or because his friends
work there. It ;hould be noted that only the system benefits based upon

seniority in the system are critical. If he can find congenial colleagnes

in another establishment and if pleasant working conditions also obtain

there, he may leave. Generally, however, the attachment to the system based
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upon any set of factors takes on the reinforcement of psychological
gecurity for most people. They like the security of working where they
have an accepted place in a familiar environment which has some attractive
features, People, then, who show high attaclment to the system as a
system are going to help keep down organizational costs with respect to
turnover and absenteeism. But they are not necessarily going to be high
producers, nor quality producers, nor are they necessarily going to lift
a single finger to help the organization attain its geoals beyond the
minimal role performance prescribed for thenm.

The motivational pathway to high productivity and to high quality
production is a matter of intrinsic job satisfaction. The man who finds
the type of work he delights in doing is the man who will not worry about
the fact that the role requires a given amount of production of a certain
quality. His gratifications accrue from accomplishlment, fram the expres-
sicn of his own abilities, from the exercise of his own decisions, Crafts-
manship was the old term to refer to the skilled performer who was high
in intrinsic job satisfaction. This type of performer is not the clock
watcher, nor the shoddy performer. On the other hand such a person is
not necessarily tied to a given organization. As a good carpenter or a
good mechanic it may matter little to him where he does work, provided -
that he is given ample opportunity to do the kind of job he is interested
in doing. He may, moreover, contribute little to organizational goals

beyond his specific role.
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The basic motivational path toward actions beyond the line of duty
is provided by internalization of organizational goals especially the
specific objectives of a particular organization. Internalization then
refers both to the incorporation of the major purpose of an organization
such as education or making automobiles.gnd to the values and purposes of
the particular organization of which the person is a member. It generally
is confined to the officer personnel and to the higher echelons. In
voluntary organizations it can extend into the rank and file and, in fact,
any voluntary organization needs a hard core of dedicated people who are
generally known as the dedicated damn fools, Many organizations deliber-
ately set forth clear models of the type of person who represents the
image of the organization as for example, the Marine Corps; the Rainbow
Division, the Air Corps, the F.B.I., etc. Resistance to attempts by
companies to create such an imape are common among rank-and-file employees

who contempbuously refer to the eager beavers in the organization as
"company men." The great advantage of such internalization of organiza-

tional geals is that it meets all five types of behavioral requirements:
low turnover, low absenteeism, high preductivity, gquality proéucticn and
additional effort beyond role prescriptions.

Two other type§ of motivational syndroames are found within organi-
zations in addition to attachment to the system, attachment to the job
and attachment to the goals of the organization, namely, attachment to
the work group and identification with the sﬁpervisor or other officer of

the organization. Where there is high identification-on the part of all
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members with the work group, we have group solidarity, or group cohesi-
veness, whiph can bé a powerful force within an organization. The direction-
such group identification and group cohesion takes, however, is not
necessarily toward the accomplishment of organizational goals. The direc-
tion may in fact be in opposition to such goals. The direction will be
determined by the substance or content of the group standards and may
protect the group members against campany time standards and other demands.
Some industrial leaders have been afraid of group dynamics because they

fear that the resulting group cohesion may not be controlled in the company's
interest. The facts are, however, that such cohesive groups develop
naturally in a company with their own standards for their members. S.
Seashore studied work groups in a large mamufacturing concern and found

that the cohesive groups tended to have either higher or lower rates of
productivity than the company as a whole. (18) The groups,; lacking co-
hesion, tended to be widely distributed around the company norm. Group
cohegion thus does not puarantee higher production, nor better quality

work, nor work beyoend the call of duty. It does;, hgwever, lead to lower
absenteeism and lower turnover because theAsocial satisfaction the men
obtain from their own grouping holds them in the system.

R. Likert has utilized the findings from group experiments and indus—
trial research to urge the replacement of the concept of man to man
responsibility down the line by group responsibility (11). Bach person
in an organization should be a member of one or more well knit groups;

for example, the first level supervisor should be invelved with some of
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his co-ordinate supervisors and their boss in one team as well as being

a member of a group involving his own subordinates., In this mannef,

group standards may develop which will support rather than oppose organiza-
ticnal goals.

Finally, organizational members may be attached to their supervisor,
or some other leader of the organization, and this also tends to hold
them in the organization., It may or may not help to motivate them to
becane good producers or to work for organizational goals. The outcome of
such identification with leaders depends upon the nature of the relation-
ship. People may be dependent for ‘some emotional satisfactions upon
their boss and he in turn méy need their emotional dependence to satisfy
his own needs. This emotional interdependence may operate independently
or even contrary to organizational goals. The boss may be satisfied to
perform a murturant function which feeds his ego without attempting to
direct his followers toward more energetic performance toward organiza-
tional objectives. In fact, part of his father role may be to protect
them fram the tough requirements of the company. On the other hand, the
leader may embody the ideal image of the organization and be yet so close
to his immediate employees that they identify with him and seek to be
like him. Or he may be sucﬁ a fair and persuasive representative of their
legitimate interests with higher management that they enjoy his leader-
ship and accept his directions with respect to organizational purposes.

In fact the patterns of leadership are many and varied and frequently have

different effects upon the attainment of organizational effectiveness.
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Conditions Productive of Various Types of Motivational Patterns

If we are to follow the motivational ratﬁer than the corganizational
path to achieve these five types of objectives, we need to examine further
the conditions productive of the specific mo@ivational patterns just
described. If extrinsic job satisfaction or identification with the
work itse%f is to be arcused and maximized, then the job itself must
provide sufficient variety, sufficient complexity, sufficient challenge,
sufficient skill to engage the abilities of the worker., If there is one
confirmed finding in all the studies of worker morale and satisfaction,
it is the correlat:?_on between the vaJ;‘iety and challenge of the job and
the gratifications which accrue to wﬁrkers. There are of course .cases

of people who do not want more responsibility and of people who become

demoralized by being placed in jobs which are too . difficult for them.
These are, however, the exceptions. By and large people'seek more réspon—
sibility, more skill-demanding jobs than they hold and, as they are able
to attain.these more demanding jobs they become happier and better ad-
justed. Obviously the condition for 'securing higher motivation to produce
and to produce quality work necessitates changes in organizational struc-
ture -- specifically job enlargement rather than job fractionation. And
yet the tendency in large scale organizations is toward increasing speciali-~
zation and routinization of jobs. Workers would be better motivated
toward higher individual production and toward better guality work if we
discarded the assembly line and moved toward the craftsmanlike operations

of the old Rolls Royce type of production. Industry has demonstrated,
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however, that it is more efficient to'produce via assembly line methods
with lowered motivation and job satisfaction than with highly motivated
craftsman with a large area of responsibility in turning out their
part of the total product. The preferred path to the attainment of produc-
tion goals in turning out cars or other mass physical products is then
the path of organizational controls and not the path of motivation. The
quality of production may suffer somewhat but it ié‘still cheaper to buy
several mass-produced cars, allowing for programming for obsolesence, than
it is to buy a single quality product like the Rolls Royce.

While organizational control andQcoordination may be the preferred

path to productivity there are still some general qualifications that must

be made about its use in preference to the motivational path. In the
production of physical objects intended for mass consumption,; the assembly
line may furnish the best model. This may also apply to service operations
in which the process can be sufficiently simplified to provide service to
masses of consumers. When, however, we move to organizations which have
the modifications of humaﬁ beings as their product as in educational
institutions, or when we deal with treating basic problems of human beings
as in hospitals, cliniecs énd remedial institutions,'we do not want to

rely solely upon an organizational control to guarantee minimum effoft of
employees. We want employees with high motivation and high identification
with their jobs. Jobs cannot profitabiy be fractionated very far and
standardized and coordinated to a rigorous time sch:dule in a research
laboratory, in a medical clinie, in an educational institution or in a

hospital. An educational system'which routinizes learning so that throughout
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an entire state all fourth grade students will be memorizing the same
paragraph from page 116 of the standard text in American History is simply
not an educational system. Hospital administration which modeled itself
after the machine theory of organization is beginning to move to a more
appropriate managerial practice with emphasis upon “open" hospitals per—
mitting greater freedom to both patients and hospital personnel. The
ideal is nc¢ longer to wake up e%ery patient with a wet wash cloth at
five-thirty in the morning.

In addition to the recognition of the inapplicability of organizational
devices of the factory and the army to all organizations, it is also
true that not all factory operations can be left to institutional controls
without regard to the motivations of employees. It frequently happens
that job fractionation can be pushed to the point of diminishing returns
"even in industry. The success of the Tavistock workers in raising pro-
ductivity in the British coal mines through job enlargement was due to the
fact that the specialization of American long-wall methods of coal mining
did not yield adequate returns when applied to_the difficult and variable
conditions under which British miners had to operate. The question of
whether to move toward greater specialization and standardization in an
industrial operation or whether to move in the opposite direction is
generally an empirical one to be answered by research. Oﬁe rule of thumb
can be applied, however, If the job can be so simplified and standardized
that it is readily convertible to automated machines; then the direction

to take is that of further institutionalization until antomation is
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possible., If, however, the over-all perfommance requires complex judg-
ment, the differential weighing of factors which are not markedly iden-~
tifiable, or of creativity, then the human mind is a far superior
instrument to the most elaborate electronic brain.

The paradox is that where automation is feasible it can actually
increase the motivational potential among the employees who are left on
the job after the change over. F. Mann and R. Hoffman conclude from
their study of automation in an electric power plant that the remaining
jobs for workers can be more interesting, that there can be freer associa-
tion among colleagues, and that the elimination of supervisory levels
brings the top and bottom of the organization closer together (12).

The conditions productive of attachment to the organization as a
system have already been alluded’ to —- namely the rewards which member-
ship in the system provide. They include pleasant working conditions,
recreational facilities, a congenial institutional atmosphere; and good
fringe benefits. The prestige of an organization is also a factor in

attracting and holding people. In some commnities there is a prestige

attached to working for a big public utility rather than for a relatively
small and unknown firm, For maximm effect to keep people tied to an
~organization the system rewards should be based upon seniority in the
system, Since they are not geared to productivity and hence will not
greatly affect it, they should be tied to the major variable with which
they are concerned — staying in the system.

The rewards for making a system attractive for recruitment and for

holding people are, of course, relative to competing systems. The fresh
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Ph.D. in physics who has his choice between a university, an industrial
concern or a govermment agency, all of whom offer opportunities for
reséarch, will balance the prestige, social and intellectual climate of
the university against the attractive salary scale of industry against
the resources of the government labbratory. In general, an organization
to be attractive in such a competitive situation must meet.minimal require-
ments in a rumber of areas and then maximize the rewards in the area in
which it has the greatest strength. Thus, industry will try to meet
minimal standards of a free climate for research but will have to play to
its strength by a vastly superior salary scale. The university, on the
other hand, must raise its salaries 40 certain minimal levels and then
rely upon the intellectual climate it can provide. In this particular
instance the goverrmment has difficulty in selecting its strongest appeal
for purposes of maximizing its attractiveness.

The conditions for creating internalization of organizational goals
have been suggested in our discussion of this pattern of motivation. The
basic factor is the linkage of the organizational goal either with the
individual's self concept or with some value system which is close to
his self concept. In some cases this comes about through self-selection
of the individual for a particular organization. A Catholic girl com~
mitted to the ideals of the nursing profession may see herself as a
nurse in some Catholic hospital of her choice long before she has received
her nursing degree. Or a youngster growing up in the tradition of one
of the military services may have always thought of himself as an Air

Force officer. But generally, the early socialization process does not
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result in such clear-cut instituticnal images. People internalize the
goals of groups more often asg a result of their adult socialization
into those groups.

Internationalization of group goals comes about in three ways. In
the first place, the individual may participate in decisions about group
policies. He becomes ego invelvedcasibhe: resiltoséfssudhpparticipation.

In the second place, he may make. other contributions to the group function-
ing which are sufficiently expressive of his own talents and abilities and
sufficiently significant as contributions to the group that he identifies
with the organization. 8Since he has helped to make i’c, it is his. Gener-
ally these two avemues are open to the top officer personnel and very few
people in the lower echelons have such opportunities. In the third place,
an organization can induce some internalization of ils purposes by contimed
emphasis upon a clear cut model of its ideals.  An image of what the
organization stands for is thus created and is made atiraciive because of
its moral, heroic or otherwise socially desirable characteristics. The
attractiveness is reinforced by the social support of group membe:lrs,
People can thus tie their self image or their ego ideal into the image of
the organization (8). Behavior consistent with this‘model is the first
virtue in the eyes of tHe institution.

The image of the organization is aided appreciably by persocnalization;
l.e., by casting the model in the form of present leaders — or of past
heroes. General Patton of the Third Army with his military posture, his

silver pistols, his standards of discipline presented such a personal
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model for his troops. Political parties glorify their past warriors and
institutions constantly attempt to create charisma about their leaders.
The identification which occurs with such perscnal models may produce
only partial internalization of organizational purposes. People may
identify with the great figure in order to participate in a compensatory
manner in his greatness. Nonetheless same of the virtues he represents
become their own ideals.

An organization that has a task of emotional significance enjoys an
advantage in the creation of an attractive image. If the task is attended
by hazard as in the tracking down of criminals by the F.B.I. or of adventure
as in the early days of flying or of high service to humanity as in the
case of a cancer clinic; it is not difficult to develop a model of the
institution's purpose. '

The imaginative leader can also help in the development of an attrac-
tive picture of the organization by some new concept of the agency's
mission. The police force entrusted with the routine and dirty business
of law enforcement carried out by dumb cops and "flatfeet" can be energized
by seeing themselves as a corps of professional officers dévoted to the
highest form of public service. Reality factors limit the inmovative use
of symbols for_£he glorification of organizations. - Occupational groups,
however, constantly strive to achieve a more attractive picture of them—
selves as in the instance of press agents who have become public relations

specialists or undertakers who have become morticilans.
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The conditions productive of supervisory patterns that maximize the
five types of behavior necessary for effective organizational functioning
are not as well known as might be expected from our long concern with the
problem of leadership. Promotion to supervisory and officer position
often goes to pefsoﬁnel who have demonstrated their competence as indus—
trious workers and as technical experts in the tasks of the organization
but who have had ne training in administration and who may have no aptitude
for it. Many industrial organizations are staffed with engineers at their
top levels because these are the people most expert in the technical
aspects of production.

In many organizations the function of keeping people happy in the
organizational setting so they will not quit is handled primérily by
officers who can play the I;oie of socic=emotional leaders, the yea sayers.
The function of turning out high quality production is carried out by
a different set of supervisors who pia.y' the role of the tough task masters,
the nay sayers. This is essentially a compromise soluition an tho_ugh
fairly effective may produce conflict and unanticipated undesirable con—
sequences, A more ideal type of supervisory pattern, which is also more
difficult of achievement, is the integration of these two. functions in
one boss. This may require a man capable of getting the approval of his
group on major directions of polilcy and of being firm about the specific
adninistration of that policy. The involvement of the group in acceptance
of policy will satisfy the socio—emotional function and the firm execution

of the policy .will meet the demands of the task function.
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Research results indicate that supervisors who devote themselves
exclusively to production matters and to the observance of routine
institutional duties are not the heads of high-producing groups nor of
groups with high morale. Those supervisors, however, who give considerable
time to the problems of the management of people are much more likely %o
be the leaders of groups with high morale and high productivity. The
following items of supervisory practice were found to be much more charac-
teristic of the leaders of high morale groups than of low morale groups in

a large public utility (17):

Per Cent of Employees making High Morale Low Morale Difference

Evaluation of Supervisor Group Group

1. He thinks of employees as human

beings, not just as people to get

the work done - 97% 33% 6L%
2. He will go to bat or s:band up

for me 87% 30% S7%
3. He is fair in dealing with people

I work with 81% 23% 58%
l;. He knows the job well and can

give right answers _ 9L% W% 50%
S. He gives help when I really need it 92% L6% Lhé%
6. ‘He likes to get our ideas and tries

to do something about them ' 100% 60% L0%
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7. He is quick to praise people

rather than criticize 83% 30% 53%
8. He keeps me well informed about

what goes on in company BL% 33% 51%
9. He keepsmen-postedion how well

they are doing L% 128 35%

10. He hears complaints and

grievances i ' 65% ‘ 32% 33%

Nine of the above items which differentiate very well the high and
low morale -groups are manifestations of the socio-emotional aspects of
leadership. The one exception relates to téchmical competence (Item U)
or task orientation. ' In contrast the following three items show no

appreciable differences between the high and low morale groups:

PErceptiop of supervisor High Ld% Dif}erence
11. He arfanges the w@rk and makes

work assignments 67% 69% ~ 2%
12. He enforces the rules Su¥ S5h# Q
13. He keéps the men supplied with

materials and tools 36% L1% - 5%
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These three items refer- to the institutional task-oriented practices
of the organizations and bear no relationship to employee morale.

In discussing phe.ﬁotivational paths to quantity and quality of
production aS'weli ag to extra-role effort we have devoted our attention
mostly to intrinsic faetbrs suchlas the nature of the job, group respon-
sibility in the making of deecisiens and the internalization of organiza-
tional goals. Another set of motivational devices consists of external
rewards and penalties such as pay, promotions, praise and awards, on the
one hand; and demotion, demerits and censure on the other. The use of
external rewards and penalties as summed up in the candy-and-the-stick
philosophy has the force of tradition behind it and with substantial
reason. The difficulties of employing these methods effectively in large
organizations have also been widely recognized. ‘Muney as an incentive
has its primary advantage in attracting people into an organization rather
than in energizing them toward organizationél goals once they are in the
system.l If the pay incentive is to yield greater productivity it has

to be a differential reﬁardlgeared to differential effort and be sufficiently

sizeable to counteract the unfavorable norms againét'the rate buster.

If the employee gets thé‘same‘wage by virtue of his classification then
there is no inbentive_for him to produce more than the ne££ man in his
classification. In large scale organizations it may not be efficient to
work out a differential‘pay'scale based upon individual effort partly

because there is no easy way of timing jobs and equating effort units,

1 Take for example the behavior of the pilot shot down on his surveillance
mission over Russia whose salary apparently did not insure the expected role
performance.,
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partly because the work may dEpend more upon cooperative effort than
individual performance, partly because it is difficult to make clearly
visible to workers the different standards of performance cammensurate with
different rewards, partl& because workerg fear such devices as exploita-
tive. Hence, it is the exception rather than the rule to find large
organizations in which the piece rate system is effectively employed to
increase the quantity and quality of pro&uétion.

Promotion and upgrading are perhaps.the most potent of the external
rewards available to management., Promotien generally not only means an
increase in pay but also an increase in status, in privileges and in job
fesponsibility. Again, if the opportunities for promotion are to motivate
employees to greater productive effort, ércmotions have to be clearly
perceived as being bestowed upon those who are the most deserving in -
terms of the quality and quantity of their performance. And again large
organizations, with standardization of role performance and with limited
promotional possibilities for the great mass of their employees, have
special problems ip utilizing the potential of this form of reward.

Negative sanctions are even more difficult to gear into the productive
system of a large scale enterprise in a democratic society in a period of
a tight labor market. They can be used to preserve minimum standards of
performance rather than to elicit maximum accomplishment. In a more
authoritarian setting, where the top echelons can command more iﬁplicit
obedience of group members, negative sanctions are much more part of the

natural system of control. In general, however, penalties function to
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produce avoidance of undesirable behavior; and the minimum of acceptable
performance soon becomes the maximum norm for the members of the systeml

The general conclusion, then, with respe?t to the utilization of
motivational rather than control devices for meeting organizational require-
ments is that the external sanctions of reward and punishment are much
more appropriate for keeping people in an organization and setting minimum
standards of.performance than they are for activating people toward
maximum acconplishment of organizational goals. The latter type of
objective calls for more internalized motivation which ties into organi-
zational functioning in operations in a more functional way -- i.e.s the

rewards flow naturally from the activities engaged in.

Summary

The frame of reference of this paper is that the psychelogical
approach to interpersonal relations cannet assume a social vacuum in which
principles of human relations are divorced from an organizational con—
text. Organizaticnal members no matter where they stand in the hierarchy
are playing roies with respect to‘the accomplishment of group goals.
~No matter how much good will they bear one ancther, no matter how kind,
sympathetic and understanding they may want to be, they are still limited
by the roles in which they find themselves. Hence genuine efforts in
organizations to increase the motivation -of its members, and the gratifi-
cations they derive, must be related to changes in the organizational

structure.
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Two paths to organizational goals can be distinguished, the motiva-
tional path and the control path. It may be more efficient for organiza-
tions producing material goods, or réndering routine services, to give
greater emphasis to the contrel means for achieving certain purposes as
in the case of controlling the rate of the assembly line in producing
automobiles. It may be more efficient, however, for organizations con-
cerned with modifying human behavior, creating new ideas and techniques,
or taking care of the health and welfare of human beings to utilize the
motivational path for achieving most of its objectives. Finally, in the
use of motivational means it is important to distinguish between the
many and differing requirements of the organization. Organizations must
meet the requirements of attracting and holding personnel, of obtaining
some minimum level of quantitative and gualitative performance in their
role assignments and finally of obtaining some degree of performance

toward the accomplishment of group goals beyond that of the role specifi-

cations. The devices that may attratct and hold members in an ‘organization

may not insure high quality of performanée. The factors that maximize
good role performance may not facilitate extra-role behavior. If we are
to increase organiZational'efféctiveness through energizing its members
more fully, three questions must be answered: (1) What specific target
are we aiming at in terms of the behavior of people, (2) What motivational
pattern needs to be aroused to produce the desired behavior and (3)
What are the determinants of this pattern, both personal and organiza-

tional?



1)

(2)

(3)

(L)

(5)

(6)

(7)

(8)

(9)

(10)

(11}

(12)

3h

References

Floyd H. Allport. Institutional Behavior, Chapel Hill: University
of North Carolina Press, 1933.

Freed Bales. Ihteraction Process Analysis, Cambridge, Mass.:
Addison-Wesley, 19LL9.‘ :

Chester Barnard. The Functions of the Executive, Cambridge, Mass.:
Harvard University Press, 1930.

Bernard Bass. lLeadership, Psycholegy and Organizational Behavior,
New York: Harper & Bro., 1960.

Alvin.w. Gouldner. Patterns of Iridustrial Bureaucracy, Glencoe, Ill.:
Free Press, 195).

Luther Gulick and L. Urwick (eds.) Papers on the Science of
Administration. New York: Institute of Public Administration,
1937. '

Robert L. Kahn and Daniel Katz. lLeadership Practices in Relation
to Productivity and Morale, pp. 612-628 (chap. L41) in Group '’
Dynamics, eds. Dorwin Cartwright and Alvin Zander, Evanston,
I1l1.: RHow, Peterson and Go., 1953.

Daniel Katz. The Functional Approach to the Study of Attitudes,
Public Opinion Quarterly, 2k, 1960, 163-20L.

Daniel Katz and Robert L. Kahn. Some Hecent Findings in Human
Relations Research, pp. 650-665 in Readings in Social Psychology,
eds. Guy E. Swanson, Theodore Newcamb, and Eugene Hartley,
2nd edition, New York: Henry Holt, 1952.

Daniel Katz and Robert L. Kahn. Human Organization and Worker
Motivation, pp. 146-171 in Industrial Productivity. Industrial
Relations Research Association, 1952,

Rensis Likert. A Motivational Approach to a Modified Theory of
Organization and Management, Chap. 7, pp. 18i-217 in Modern
Organization Theory, ed. Mason Haire, New York: John Wiley
& 5018, 1959

Floyd Mann and Richard Hoffman. Automation and the Worker, New
York: Henry Holt, 1960,




P N

(13)

(k)

(15)

(16)

(17)

(18)

(19)

(20)

(21)

(22)

35

James G. March, Herbert A. Simon and Harold Guetzkow, Organizations,
New York: John Wiley.and Sons, 1958.

Elton Mayo. The Social Problems of an Industrial Civilization,
Boston: Harvard Business School, 19L5.

Douglas McGregor., The Human Side of Eﬁterprise, New York: McGraw
Hill, 1960.

Nancy C. Morse and Everett Reimer. Experimental Change of a Major
Organizational Variable, Journal of Abnormal and Social Psychology,
52, 1955, 120-129.

Donald Pelz. A Comparison of High and Low Morale Employees,
mimeographed report of Survey Research Center, University of
Michigan, 1949,

Stanley E. Seashore. Group Cohesiveness in the Industrial Work
Group, Ann Arbor: Institute for Social Research, University of
Michigan, 1955.

Frederic W. Taylor. The Principles of Scientific Management, New
York: Harper and Bro., 1947.

Eric Trist.and K. W. Bamforth. Some Social and Psychological
Conseguences of the long wall Method of Coal-Getting, Human
Relatioms, h, 1951, 3-38.

Max Weber. The Theory of Social and Economic Organization, Glencoe,
I.: 1947.

James Worthy. Factors Influencing Employee Morale, Harvard Business
Review, 28, 1950, 61-73.




