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The approach to the study o f organizational funct ioning 

through human re la t ions i s a healthy development i n the f i e l d of 

public and business administrat ion. I t represents a correct ive 

to the overemphasis upon the machine theory of organization; i t 

takes into account a neglected phase of organizational object ives , 

the sa t i s fac t ions of i t s members; and i t opens new vis tas in to the 

whole area of group structure and group process. Nevertheless, 

the problems wi th which older theories of organizational s tructure 

were concerned are not automatically solved by an emphasis upon 

the psychology of inter-personal r e l a t i ons . The apparent c o n f l i c t 

between the machine theory approach and the human r e l a t ions , 

or psychological, approach must be faced i n concrete terms of 

a l l the consequences for organizational funct ioning of the practices 

dictated by each theory. We must s t a r t , then, wi th some understanding 
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o f the development of these two types of theory as they have been 
elaborated to deal w i t h problems of e f f e c t i v e organizational f unc t i on ing . 

T rad i t i ona l Organizational Theory 

The older theory of organizations recognized the f a c t that bureau­

cracy was one of the greatest social inventions of the modern western 

w o r l d . Organizational structure is* of course, as o ld as the human race, 

but i t s conscious and systematic exp lo i t a t ion f o r dealing w i th a l l areas 

of l i f e i s coincidental w i t h the development of i n d u s t r i a l c a p i t a l i s t i c 

society. Max Weber has given us the c lass ica l analysis of the ways i n 

which organized patterns can be divorced from feudal and personal encum­

brances and employed f o r r a t i o n a l purposes. (21) The applicat ion of 

the r a t i ona l model of organizations to industry was stimulated by the 

work of Taylor on s c i e n t i f i c management and i t s appl ica t ion (19) to 

governmental organizations by the w r i t i n g s of Luther Gulick (6). 

The organizational or machine model i s a blue p r i n t which speci f ies 

the necessary a c t i v i t i e s f o r e f f i c i e n t l y meeting organizational requi re ­

ments. These necessary behaviors are assigned as duties to incumbents 

of posi t ions i n the organizat ion. The organizational posit ions and the i r 

attendant funct ions are described without reference t o the personality 

character is t ics or the needs or the wishes of the human beings i n the 

organization. What i s set up i s a system of i n t e r - lock ing roles from 

which standardized behavior w i l l emerge regardless of the par t icu lar 

personnel i n the organization at any one point of t ime. Whatever seems to 



be a requirement of the organization can be handled by role spec i f ica t ion , 

whether the demand i s f o r odious tasks such as those of the executioner 

or whether the demand i s f o r se l f -des t ruc t ion as i n the case of suicide 

missions f o r the armed services. To insure tha t the organization functions 

i n terms of i t s ro le spec i f ica t ions , i t i s necessary t o introduce mechanisms 

of con t ro l and coordinat ion. The cont ro l mechanism provides rewards f o r 

proper ro le performance and sanctions to prevent f a i l u r e s i n ro le per­

formance as w e l l as feedback to the top of the organization about the 

func t ion ing of i t s various par ts . Coordination i s necessary to assure 

e f f i c i e n t operation through the proper a l loca t ion of duties and the t iming 

of t h e i r execution. The r a t i o n a l model gives major consideration to two 

f a c t o r s . (1) The most e f f i c i e n t pat terning of standardized a c t i v i t i e s 

f o r meeting organizat ional requirements. (2) The con t ro l devices to 

insure i n f a c t tha t the organization w i l l funct ion according to t h i s 

pa t t e rn . 

Many p r inc ip les and procedures have been developed i n the i n t e r s t of 

e f f i c i e n c y of operation and of c o n t r o l . The p r i n c i p l e of un i ty of command 

i s t ransla ted i n to cen t r a l i za t ion of decision making at the top l e v e l 

of the organization. A l o g i c a l control .device f o r u n i t y of command i s 

man to man r e s p o n s i b i l i t y down the l i n e . A l i m i t e d span of cont ro l , i . e . 

the number of ro le incumbents repor t ing to a superior, i s a f u r t h e r device 

i n the in te res t of con t ro l and coordinat ion. Coordination and con t ro l 

are also implemented by devices over which most ro le incumbents have no 

power, such as the speed of the assembly l i n e . E f f i c i e n c y of performance 

i s at tained through complete standardization of the most e f f e c t i v e pattern 



of a c t i v i t y . For example, there i s an optimum way of assembling a gun and 

the soldier must master i t s assembly according t o the standardized operat­

ing procedure. 

Standardization applies, moreover, to a l l the funct ions i n the 

organization including communication between o f f i c e s . For example, in te r ­

o f f i c e memos may be r e s t r i c t e d to a page i n length and must f o l l o w proto­

c o l specifying order of presentation. Moreover, a l l communication should 

f o l l o w the i n t e r o f f i c e memo pattern to meet the o ld r a i l r o a d dictum "Don't 

say i t , w r i t e i t — you can' t f i l e a conversation." Another basic pro­

cedure f o r achieving e f f i c i e n c y i s specia l izat ion and job f r a c t i o n a t i o n . 

Any human a c t i v i t y can be broken down in to i t s component parts and these 

parts can be assigned as duties or spec i f ic ro les . Such f r a c t i o n a t i o n 

makes the t r a i n i n g of ro le incumbents easier and makes f o r more complete 

c o n t r o l of .what goes on i n the organizat ion. A ro le incumbent responsible 

f o r a complex set of tasks cannot be coordinated and checked on as readi ly 

as a ro le incumbent w i t h a l i m i t e d set of r e s p o n s i b i l i t i e s . Through 

specia l iza t ion and standardization, er rors can be avoided. For example, 

the halfback playing defense must f o l l o w the standardized prescr ip t ion 

of never allowing a pass receiver to get between him and the goal line*. 

An e f f i c i e n t organization, moreover, i s one i n which there i s l i t t l e 

dupl ica t ion of f u n c t i o n . For example, according to t h i s theory i t would 

be was te fu l to maintain separate f i l e s i n a l l o f f i c e s of the organization 

when there can be a centra l ized f i l i n g system f o r each large u n i t . A 

re la ted p r inc ip l e has to do w i t h standards of u n i f o r m i t y . Standardization 
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of work procedures means a un i fo rmi ty i n performance and people i n the 

same ro le s . Uniformi ty i s also applied to other aspects of the func t ion ­

i n g of the organization so that rewards, penalt ies and a l l personnel 

pract ices are applied i n a uniform manner. 

The development of the r a t i o n a l or machine model, to use J . Worthy's 

term (22), has contributed heavi ly to the p roduc t iv i ty of i n d u s t r i a l or ­

ganizations. The assembly l i n e and mass production embodying the pr inciples 

of r a t i o n a l bureaucracy have paid r i c h dividends. Yet the t o t a l p ic tu re 

i s more complicated than the older s c i e n t i f i c management school would 

have predic ted. Perhaps the most extreme embodiments of the bureaucratic 

model are to be found i n the armed services and i n the r a i l roads . I n 

both these types of organization we have maximum emphasis upon the p r i n ­

c ip l e of u n i t y of command and of standard operating procedures. The 

f a c t s , however, are tha t the ra i l roads do not measure up to some other 

i n d u s t r i a l concerns i n t o t a l e f f i c i e n c y of operation and tha t armies 

t r a d i t i o n a l l y are bet ter prepared f o r the past rather than the present 

war. Apparently there are l i m i t a t i o n s to the simple t r ans la t ion o f 

machine theory i n to operat ional procedures. 

The Psychological Approach 

I t i s remarkable tha t i n spi te of the continuing success story of 

the bureaucratic model, there are so many people who have become a r t i cu l a t e 

i n t h e i r opposition to i t . The early i d e a l i s t i c r evo l t against machine 

theory took the form of protest against the s tunt ing of personal i ty through 
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depriving people of the sa t i s fac t ions of craftsmanship and se l f expression 

i n t h e i r jobs- A more potent opposition developed from research which 

showed the se l f -de fea t ing nature of some of the very mechanisms f o r 

achieving effectiveness o f operation. El ton Mayo and h is co-workers 

documented the theory tha t organizational funct ioning de fac to i s not the 

same as organizational func t ion ing de j u r e (lU). Their f indings about 

the importance of in fo rmal standards i n work groups f o r p roduc t iv i ty have 

been substantiated i n subsequent research. The Human Relations program 

o f the Michigan Survey Research Center has pinpointed some of the weak­

nesses of the bureaucratic machine model by studies which demonstrated 

(1) t h a t man to man accountabi l i ty down the l i n e i s o f t en not as e f f ec t ive 

as a looser pattern of cont ro l , (2) that job f r a c t i o n a t i o n and narrow 

r o l e prescr ip t ion can lead to lower rather than higher p roduc t iv i ty and 

(3) tha t the ru le -or ien ted or i n s t i t u t i o n a l supervisor concerned p r imar i ly 

w i t h the observance of the ro le prescr ip t ions of the organization i s a 

weaker leader i n a t t a i n ing organizat ional objectives than the supervisor 

more oriented toward people (7, 9> 10). The work of T r i s t and his c o l ­

leagues at the Tavistock I n s t i t u t e has ? suggested that increases i n 

p r o d u c t i v i t y and decreases i n turnover and absenteeism can be accomplished 

i n the B r i t i s h coal mines by introducing job enlargement and giving groups 

ra ther than ind iv idua l s r e s p o n s i b i l i t y f o r job performance. (20) The most 

recent summary of the behavioral 'science f ind ings re la ted to organizational 

func t i on ing , the work of B. Bass* furnishes addi t ional documentation to 

the above f ind ings (U). 
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I t should also be noted tha t sociological theor i s t s , as March and 

Simon point out, are concerned w i t h the unanticipated dysfunctional 

consequences of bureaucratic organization (13). For example, the model 

of Gouldner c a l l s a t ten t ion to the f a c t tha t while the need f o r con t ro l 

leads to general impersonal rules and a r e su l t i ng d e f i n i t i o n of unacceptable 

behavior, there i s the unanticipated consequence of increasing knowledge 

about minimum acceptable behavior (5) • And 0. McGregor points out tha t 

management i s s t i l l i n h i b i t e d i n new and creative solut ions of i t s prob­

lems by the inadequacy of conventional organization theory ( l $ ) . 

The opposition to the bureaucratic model thus stems from the research 

and theories of psychologists and sociologists whose main c r i t i c i s m i s 

t h a t the model takes l i t t l e account of the motivations which a t t r ac t 

people to an organization, hold them i n i t , and energize them to perform 

t h e i r tasks at an optimum l e v e l . The modern reformulat ion of o ld bureau­

c r a t i c theory i s to recognize two sets of organizat ional and group func­

t i o n s : the task funct ions and the socio-emotional func t ions . The l a t t e r 

have to do w i t h the psychological processes f o r maintaining morale. F e 

Bales and h is colleagues have demonstrated the d i f f e r e n t requirements of 

task and socio-emotional ro les i n small groups (2) and Barnard's e a r l i e r 

formula t ion o f organizat ional requirements stressed both the achievement 

of organizat ional purposes and the sa t i s fac t ion of the immediate needs of 

i t s members (3). N . Morse, i n a penetrating analysis of the problem, has 

described these funct ions as the binding-between and the b ind ing- in , - the 

binding-between funct ions are those emphasized i n the older machine theory 
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and are concerned w i t h the most e f f i c i e n t blue p r i n t which can be devised 

f o r organizat ional structures and ro le systems f o r the d i rec t accomplish­

ment of organizat ional tasks (l6). They would include the devices already 

r e f e r r e d to i n discussing u n i t y of command, job standardization and special­

i z a t i o n , u n i f o r m i t y of procedures and pract ices and coordination and con­

t r o l . The b ind ing- in funct ions would include the processes by which 

people are induced to enter and stay i n the organization and the rewards, 

penal t ies and sa t i s fac t ions which determine the q u a l i t y and quanti ty of 

t h e i r performance. 

The discovery of the importance of b ind ing - in or socio-emotional 

funct ions led some w r i t e r s to a neglect of the importance of the bureau­

c r a t i c structure i n i t s contr ibutions to organizat ional products or outccmes« 

The Mayo t r a d i t i o n i s g u i l t y to same degree of the neglect of formal 

s t ructure i n i t s emphasis upon informal s t ruc ture . The human re la t ions 

approach, i n the hands of some students and p rac t i t ione r s , has also 

overlooked the s ignif icance of organizat ional structures concerned w i t h 

the e f f i c i e n t attainment of organizat ional objec t ives . When t h i s approach 

i s ca r r ied to an extreme i t assumes that i f superiors and supervisors are 

considerate and decent i n t h e i r dealings w i t h those below them, as w e l l 

as w i t h t he i r colleagues, organizat ional func t ion ing w i l l be grea t ly 

improved. And s i m i l a r l y , the group dynamics approach w i t h i t s emphasis 

upon small group democracy neglects the organizational structure w i t h i n 

which the small groups operate-— the organizational structure developed 

to b ind together many sub-structures f o r the coordination of many people 

toward a common e f f o r t . 
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Solutions to the C o n f l i c t Between the Trad i t iona l and 

Psychological Approaches 

In other words, the recognit ion of the necessity f o r dealing w i t h 

the socio-emotional funct ions i n organizations does not solve the prob­

lem of how such funct ions re la te to the more t r a d i t i o n a l and s t i l l v i t a l 

task funct ions of the organization. The so lu t ion of neglecting the 

t r a d i t i o n a l bureaucratic structure i s no so lu t i on . Another re la ted solu­

t i o n i s to recognize the nature of ex i s t ing organizat ional structure and 

t o abolish i t not by closing one's eyes to i t s existence but by doing so 

i n f a c t . Since men are moral and socia l i n s t i t u t i o n s are immoral, l e t 

us do away w i t h socia l i n s t i t u t i o n s . This Rousseau-like doctrine was 

argued very f o r c i b l y by Floyd H. A l l p o r t i n h i s I n s t i t u t i o n a l Behavior seme 

t h i r t y years ago and i t has always had some support from i n d i v i d u a l i s t i c 

l i be ra l i sm ( l ) . 

The most common solu t ion , however, to the inadequacies of i n s t i t u ­

t i o n a l func t ion ing i s the creation of more i n s t i t u t i o n a l machinery. A 

f a i l u r e of coordination between two sub—parts of the organization i s met 

by se t t ing up a group of coordinators and f i n a l l y a coordinator to coor­

dinate the coordinators. A f a i l u r e of communication up the l i n e i s 

countered by a suggestion system t i e d to incentives f o r the d i v i s i o n 

sending i n the most suggestions to the department head. Yet such a 

device may by-pass the l i n e of command and depress the essential functions 

of cer ta in supervisory l eve l s . But the r e a l tour de force comes when an 

attempt i s made to incorporate-the socio-emotional funct ions w i t h i n the 
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organizat ional structure as i f they were i d e n t i c a l w i t h the binding-between 

func t i ons . I f group decision increases the motivat ion of the group then 

i t should be i n s t i t u t i o n a l i z e d as any other technica l device f o r increasing 

p r o d u c t i v i t y . The f ac t tha t group decision can only be e f f e c t i v e , i f 

other changes are made i n organizat ional structure to give i t freedom to 

operate, i s ignored. Or supervisors are given a human re la t ions course 

and the proper ways of dealing w i t h t he i r employees are i n s t i t u t i o n a l i z e d 

•without recogni t ion of the f a c t tha t i n s t i t u t i o n a l i z a t i o n of such practices 

may be se l f -de fea t ing . I n other words t h i s type of solut ion attempts to 

deal w i t h the basic inadequacies of i n s t i t u t i o n a l func t ion ing by creating 

more i n s t i t u t i o n a l machinery. A rela ted but essent ia l ly d i f f e r e n t procedure 

f o r correcting organizat ional weaknesses i s to set up new and competing 

organizat ional structures w i t h i n the same i n s t i t u t i o n a l s t ructure . I n 

wartime the United States government has resorted to t h i s procedure by the 

creat ion of war agencies which to some extent duplicate the o l d l i n e 

agencies. lacking the t r ad i t iona l i sm of the o l d organization and i t s many 

p ro tec t ive devices, the new agency can operate w i t h vigor before i t too 

• accumulates pro tocol , red tape, and r i t u a l i s m . The genius of Frankl in D. 

Roosevelt resided i n part i n h i s ins ight i n t o bureaucratic s t ruc ture . 

During World War I I he reveled not only i n the creation of new agencies 

which overlapped i n part w i t h the t r a d i t i o n a l departments of government, 

bu t i n the se t t ing up of even newer war agencies t o compete w i th yesterday's 

c rea t ion . For emergency s i tua t ions t h i s type of solut ion has demonstrated 

i t s mer i t , f o r i t prevented the president from becoming a captive of bureau­

c r a t i c s t ructure, i t raised motivation because of the competition between 
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agencies and i t resul ted i n organizations concerned p r imar i ly w i t h t he i r 

task or mission and not w i t h t he i r maintenance. I t was s t i l l a r e l a t i v e l y 

i n e f f i c i e n t way of ge t t ing the job done and i s less applicable to normal 

peacetime operations. 

The basic solut ion to the dilemma i s not abo l i t i on of democratic 

prac t ices , nor the a b o l i t i o n of organizations, nor operation bootstrap o f 

more and more i n s t i t u t i o n a l i z a t i o n . The so lu t ion i s one of reducing the 

amount and type of i n s t i t u t i o n a l i z a t i o n , o f decentral izing a l l but the 

most c r i t i c a l funct ions , of downward delegation, of consultative management, 

o f group rather than i n d i v i d u a l r e s p o n s i b i l i t y i n many areas o f the organi­

za t ion , of broad rather than narrow d e f i n i t i o n of the goals and sub-goals 

o f the organization, and of perceiving organizat ional procedures such as 

standard operating procedures as a means to an end rather than as a sacred 

end i n themselves. In other words, we have been trapped by the concept of 

the t i g h t organization which can be nea t ly f i t t e d i n to an organization 

chart and which fo l lows a l l the rules of machine theory. We need rather 

t o be able to to le ra te the ambiguity of a loose organization w i t h wide 

margins of tolerance w i t h respect to meeting ro le requirements• We need 

t o define the managerial and and supervisory roles less i n terms of the 

p a r t i c u l a r way of reaching a goal and more i n terms of the goal i t s e l f . 

Our c r i t e r i o n i n most organizations should not be the abso lu t i s t i c one of 

t r y i n g to prevent every possible error but a probabl i s t ic one of the 

r e l a t i v e l i k e l i h o o d of e r r o r . The attempt to guard against every possible 

contingency i s u n r e a l i s t i c and the organization should func t ion more on the 
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law o f averages than of po t en t i a l e r r o r . The c r i t e r i o n f o r the loca t ion 

o f decision making should always bes Can the decision be made e f f e c t i v e l y 

at lower levels? Many types of decisions can be delegated downward because 

they can be made as e f f e c t i v e l y and of ten more e f f e c t i v e l y at lower levels 

and because t h i s f rees top management f o r more adequate consideration of 

the t r u l y important decisions. 

Organizational Requirements 

Before t h i s type of solution'can be applied to organizations, however, 

i t i s necessary to become more spec i f ic about how organizations r e a l l y 

operate to achieve t h e i r goals. What types^ofLbeh 'avibrsjare required from 

the various ro l e incumbents and how are these behaviors motivated? I n a 

sense these behaviors are our dependent variables and we need to know 

what independent and intervening variables w i l l maximize t h e i r occurrence. 

For the rank-and- f i l e o f any organization f i v e types of requirements can 

be spec i f ied : 

1. People must remain i n the organization f o r some optimum 

p e r i o d . An organization w i t h a very high turnover w i l l spend a dispropor­

t i ona te amount of energy i n r e c r u i t i n g and t r a i n i n g i t s personnel. Some­

times too low turnover may be a problem i n decreasing promotional oppor­

t u n i t i e s w i t h i n the organizat ion. But the major point here i s that people 

must be a t t rac ted to the i n s t i t u t i o n and must remain w i t h i n i t f o r some 

considerable pe r iod . 
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2. A re la ted requirement i s tha t people must be r e l i a b l e and 

regular i n t h e i r attendance at the i r jobs- High absenteeism can be costly 

t o the organizat ion. 

3. The quanti ty of work turned out must be close to the ro le 

requirements and sometimes i n excess of the e x p l i c i t or i m p l i c i t norm of 

100 set by the organization, -The investment of energy must be such tha t 

no matter what the ro l e , whether i t be a l i n e or s t a f f pos i t ion , there i s 

a productive outcome. 

U. The qua l i t y o f work must again meet or exceed the standard 

r o l e requirements. D i f f e r e n t organizations may have low or high standards 

of tolerance f o r the q u a l i t y of the job done, but there i s always a l i m i t 

t o the amount of error and of defective products permitted by the organiza­

t i o n -

5. In addi t ion, most employees must on occasion go beyond the 

demands of the ro l e , not i n quanti ty and q u a l i t y of the work produced, 

but i n engaging i n add i t iona l a c t i v i t i e s that w i l l advance the goals of 

the organizat ion. A worker may come t o the a id of h i s f e l l o w workers whose 

machine has run amuck. I t may not be par t of h i s job to study f o r a 

more responsible pos i t ion i n the organizat ion. - I t may not be par t of 

h i s r e s p o n s i b i l i t y to j o i n h i s f e l lows and take group r e spons ib i l i t y f o r 

the operation when the foreman i s ca l led away, nor i s he required to help 

the organization r e c r u i t f o r add i t iona l employees. But most organizations 

f u n c t i o n e f f e c t i v e l y because a f a i r number of t h e i r employees w i l l do some 

th ings which go beyond t h e i r speci f ic r e s p o n s i b i l i t i e s — beyond the c a l l 

o f organizat ional duty. 



New these f i v e types of behavior though re la ted are not necessarily-

motivated by the same drives and needs. The mot iva t ional 'pa t te rn that w i l l 

a t t r a c t and hold people t o an organization are not necessarily the same 

as those which w i l l lead to higher p r o d u c t i v i t y . Hence when we speak about 

organizat ional practices and po l i c i e s which w i l l f u r t h e r the attainment 

o f organizational goals we need to specify which type 

o f behavior we are attempting to in f luence . A l l of these behaviors are 

the product of mot iva t ional forces and organizat ional devices. Sometimes 

the organizational devices a f f e c t motivat ion d i r e c t l y and thus have 

immediate e f f e c t s upon a given type of behavior. For example, a very 

generous piece ra te may speed up production and an extreme type of job 

f r a c t i o n a t i o n 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 i nd iv idua l motivation and control produc­

t i o n d i r e c t l y by c o n t r o l l i n g the speed of the assembly l i n e . In t h i s 

l a t t e r case the only mot iva t iona l f ac to r tha t needs to be taken in to account 

i s the acceptance by the workers of the ra te at which the l i n e moves. And 

t h i s has probably been a matter, of negotiat ion between union and management 

representatives. We s h a l l r e fe r to these d i rec t e f f e c t s upon the necessary 

behaviors to reach goals as organizat ional paths and t o the d i rec t motiva­

t i o n a l e f f e c t s as mot ivat ional paths. An organization,- then, may employ 

one of two paths t o achieve a given sub-goal and i t may use the organiza­

t i o n a l path f o r one sub-goal and a mot ivat ional path f o r another. I t s 

freedom to a t t r ac t and hold members i n a f r ee society, however, can rarely 

be an organizat ional means save f o r the armed services or f o r companies 
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who con t ro l a l l the jobs i n a company owned town. S imi la r ly , work beyond 

the l i n e of duty i s reached through mot iva t iona l paths rather than through 

organizat ional controls . The quanti ty and qua l i t y of work, however, are 

a t ta inable by 'e i the r path. 

Mot iva t iona l Patterns 

Let us examine then the mot iva t ional patterns tha t are necessary 

f o r the behaviors which make up these f i v e sub-goals of the organizat ion. 

The ready recruitment of people i n to a system and the low turnover of those 

i n i t are the d i rec t r e f l e c t i o n of the a t t r a c t i o n of the system as a sys­

tem. This system attractiveness may have l i t t l e t o do w i t h the person's 

commitment to the purposes of an organization. Ind iv idua ls w i t h a commit­

ment to organizat ional goals may only stay w i t h i n the system i f there are 

no competing organizations. The teacher dedicated to the purpose of 

education may move from one school to another, as he sees the p o s s i b i l i t i e s 

o f making greater contr ibut ions toward h i s commitment to education i n one 

school rather than another. On the other hand, a person wi th no commitment 

t o the purposes of an organization may stay i n i t because i t i s a pleasant 

place t o work, because there are benef i t s which accrue through membership 

i n the system and especial ly through sen io r i ty i n i t , or because h i s f r i ends 

work there. I t should be noted that only the system benef i t s based upon 

s e n i o r i t y i n the system are c r i t i c a l . I f he can f i n d congenial colleagues 

i n another establishment and i f 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 fac to rs takes on the reinforcement of psychological 

secur i ty f o r most people. They l i k e the securi ty of working where they 

have an accepted place i n a f a m i l i a r environment which has some a t t r ac t i ve 

fea tures . People, then, who show high attachment t o the system as a 

system are going to help keep down organizat ional costs w i t h respect to 

turnover and absenteeism. But they are not necessarily going t o be high 

producers, nor q u a l i t y producers, nor are they necessarily going to l i f t 

a single f i nge r to help the organization a t t a in i t s goals beyond the 

minimal r o l e performance prescribed f o r them. 

The mot iva t iona l pathway to high p r o d u c t i v i t y and to high q u a l i t y 

production i s a matter of i n t r i n s i c job s a t i s f a c t i o n . The man who f i n d s 

the type of work he del ights i n doing i s the man who w i l l not worry about 

the f a c t tha t the ro le ' r equ i res a given amount of production of a certain, 

q u a l i t y . His g r a t i f i c a t i o n s accrue from accomplishment, from the expres­

sion of h i s own a b i l i t i e s ? from the exercise of h i s own decisions. Craf ts ­

manship was the old term to r e f e r to the s k i l l e d performer who was h igh 

i n i n t r i n s i c job s a t i s f a c t i o n . This type of performer i s not the clock 

watcher, nor the shoddy performer. Cn the other hand such a person i s 

not necessarily t i e d to a given organization. As a good carpenter or a 

good mechanic i t may matter l i t t l e to him where he does work, provided 

tha t he i s given ample opportunity to do the kind of job he i s interested 

i n doing. He may, moreover, contribute l i t t l e to organizat ional goals 

beyond his spec i f i c r o l e . 
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The basic mot ivat ional path toward actions beyond the l i n e of duty 

i s provided by i n t e r n a l i z a t i o n of organizat ional goals especial ly the 

spec i f i c objectives of a pa r t i cu la r organization. In t e rna l i za t ion then 

r e f e r s both to the incorporat ion of the major purpose of an organization 

such as education or making automobiles^and to the values and purposes of 

the pa r t i cu l a r organization of which the person i s a member. I t generally 

i s confined to the o f f i c e r personnel and t o the higher echelons. In 

voluntary organizations i t can extend i n t o the rank and f i l e and, i n f a c t , 

any voluntary organization needs a hard core of dedicated people who are 

generally known as the dedicated damn f o o l s . Many organizations del iber­

a te ly set f o r t h clear models of the type of person who represents the 

image of the organization as f o r example, the Marine Corps, the Rainbow 

Div i s ion , the A i r Corps* the F . B . I . , e tc . Resistance to attempts by 

companies to create such an image are common among rank-and-f i le employees 

-who contemptuously r e f e r t o the eager beavers i n the organization as 

"company men." The great advantage of such i n t e rna l i za t i on of organiza­

t i o n a l goals i s that i t meets a l l f i v e types of behavioral requirements? 

low turnover, low absenteeism, high p roduc t iv i t y , qua l i t y production and 

add i t iona l e f f o r t beyond ro le prescr ip t ions . 

Two other types of mot iva t iona l syndromes are found w i t h i n organi­

zations i n addit ion to attachment to the system, attachment to the job 

and attachment to the goals of the organization, namely, attachment to 

the work group and i d e n t i f i c a t i o n w i th the supervisor or other o f f i c e r of 

the organizat ion. "Where there i s high i d e n t i f i c a t i o n • on the part of a l l 
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members w i th the work group, we have group s o l i d a r i t y , or group cohesi-

veness, which can be a powerful force w i t h i n an organization. The d i rec t ion-

such group i d e n t i f i c a t i o n and group cohesion takesj however, i s not 

necessarily toward the accomplishment of organizat ional goals. The direc­

t i o n may i n f a c t be i n opposition to such goals. The d i rec t ion w i l l be 

determined by the substance or content of the group standards and may 

protect the group members against company time standards and other demands. 

Some i n d u s t r i a l leaders have been a f r a i d of group dynamics because they 

fear that the r e su l t i ng group cohesion may not be cont ro l led i n the company's 

i n t e r e s t . The f a c t s are, however, that such cohesive groups develop 

n a t u r a l l y i n a company w i t h t h e i r own standards f o r t h e i r members. S. 

Seashore studied work groups i n a large manufacturing concern and found 

tha t the cohesive groups tended t o have e i ther higher or lower rates of 

p r o d u c t i v i t y than the company as a whole. (18) The groups, lacking co­

hesion, tended to be widely d i s t r i bu ted around the company norm. Group 

cohesion thus does not guarantee higher production, nor better q u a l i t y 

work, nor work beyond the c a l l of duty. I t does, however., lead to lower-

absenteeism and lower turnover because the social sa t i s fac t ion the men 

obtain from the i r own grouping holds them in. the system. 

R. L ike r t has u t i l i z e d the f ind ings from group experiments and indus­

t r i a l research to urge the replacement of the concept of man to man 

r e s p o n s i b i l i t y down the l i n e by group r e spons ib i l i t y (11) . Each person 

i n an organization should be a member of one or more w e l l k n i t groups; 

f o r example, the f i r s t l e v e l supervisor should be involved w i t h some of 
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h i s co-ordinate supervisors and t h e i r boss i n one team as w e l l as being 

a member of a group involv ing h i s own subordinates. In t h i s manner, 

group standards may develop which w i l l support rather than oppose organiza­

t i o n a l goals. 

F ina l l y , organizational members may be attached to t h e i r supervisor, 

or some other leader of the organization, and t h i s also tends to hold 

them i n the organization. I t may or may not help to motivate them to 

become good producers or to work f o r organizat ional goals. The outcome of 

such i d e n t i f i c a t i o n w i t h leaders depends upon the nature of the r e l a t i o n ­

ship. People may be dependent f o r some emotional sa t i s fac t ions upon 

t h e i r boss and he i n tu rn may need t h e i r emotional dependence to s a t i s f y 

h i s own needs. This emotional interdependence may operate independently 

or even contrary to organizat ional goals. The boss may be s a t i s f i e d to 

perform a' nurturant func t ion which feeds h i s ego without attempting to 

d i r e c t h i s fo l lowers toward more energetic performance toward organiza­

t i o n a l objec t ives . In f a c t , part of h i s fa ther ro le may be to protect 

them from the tough requirements of the company. On the other hand, the 

leader may embody the i d e a l image of the organization and be yet so close 

t o h i s immediate employees tha t they i d e n t i f y w i t h him and seek t o be 

l i k e him. Or he may be such a f a i r and persuasive representative of the i r 

leg i t imate in teres ts w i t h higher management tha t they enjoy h i s leader­

ship and accept h i s d i rec t ions w i t h respect to organizational purposes. 

I n f a c t the patterns of leadership are many and var ied and f requen t ly have 

d i f f e r e n t e f f e c t s upon the attainment of organizational ef fec t iveness . 
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Conditions Productive of Various Types of Motivat ional Patterns 

I f we are to f o l l o w the mot ivat ional rather than the organizational 

path to achieve these f i v e types of object ives , we need to examine fur ther 

the conditions productive of the spec i f ic mot ivat ional patterns ju s t 

described. I f ex t r in s i c job sa t i s fac t ion or i d e n t i f i c a t i o n w i t h the 

work i t s e l f i s to" be aroused and maximized, then the job i t s e l f must 

provide s u f f i c i e n t va r i e ty , s u f f i c i e n t complexity, s u f f i c i e n t challenges 

s u f f i c i e n t s k i l l to engage the a b i l i t i e s o f the worker. I f there i s one 

confirmed f i n d i n g i n a l l the studies of worker morale and sa t i s fac t ion , 

i t i s the cor re la t ion between the var ie ty and challenge of the job and 

the g r a t i f i c a t i o n s which accrue t o workers. There are of course-cases 

o f people who do not want more r e s p o n s i b i l i t y and of people who become 

demoralized by being placed i n jobs which are too. d i f f i c u l t f o r them. 

These are, however^ the exceptions. By and large people seek more respon­

s i b i l i t y , more s k i 11-demanding jobs than they hold and, as they are able 

t o a t t a i n these more demanding jobs they become happier and better ad­

justed* Obviously the condit ion f o r securing higher motivation to produce 

and t o produce q u a l i t y work necessitates changes i n organizat ional struc­

tu r e — s p e c i f i c a l l y job enlargement rather than job f r a c t i o n a t i o n . And 

ye t the tendency i n large scale organizations i s toward increasing spec ia l i ­

za t ion and r o u t i n i z a t i o n of jobs. Workers would be bet ter motivated 

toward higher i n d i v i d u a l production and toward bet ter q u a l i t y work i f we 

discarded the assembly l i n e and moved toward the craftsmanlike operations 

o f the o l d Ro l l s Royce type of production. Industry has demonstrated, 



21 

however, that i t i s more e f f i c i e n t to produce v ia assembly l i n e methods 

w i t h lowered motivation and job s a t i s f ac t i on than w i t h highly motivated 

craftsman w i t h a large area of r e s p o n s i b i l i t y i n turning out t he i r 

pa r t of the t o t a l product. The preferred path to the attainment of produc­

t i o n goals i n tu rn ing out cars or other mass physical products i s then 

the path of organizat ional controls and not the path of mot iva t ion . The 

q u a l i t y of production may suf fe r somewhat but i t i s s t i l l cheaper to buy 

several mass-produced cars? allowing f o r programming f o r obsolesence, than 

i t i s to buy a single q u a l i t y product l i k e the Rol ls Royce. 

While organizat ional con t ro l and coordination may be the preferred 

path to p roduc t iv i ty there are s t i l l some general q u a l i f i c a t i o n s that must 

be made about i t s use i n preference to the mot ivat ional path. In the 

production of physical objects intended f o r mass consumption, the assembly 

l i n e may fu rn i sh the best model. This may also apply to service operations 

i n which the process can be s u f f i c i e n t l y s i m p l i f i e d to provide service t o 

masses of consumers. When, however, we move to organizations which have 

the modif icat ions o f human beings as t h e i r product as i n educational 

i n s t i t u t i o n s , or when we deal w i t h t r ea t ing basic problems of human beings 

as i n hospi ta ls , c l i n i c s and remedial i n s t i t u t i o n s , we do not want to 

r e l y so le ly upon an organizat ional con t ro l to guarantee minimum e f f o r t of 

employees. We want employees w i t h high motivat ion and high i d e n t i f i c a t i o n 

w i t h t h e i r jobs. Jobs cannot p r o f i t a b l y be f rac t iona ted very f a r and 

standardized and coordinated to a rigorous time schedule i n a research 

laboratory, i n a medical c l i n i c , i n an educational i n s t i t u t i o n or i n a 

h o s p i t a l . An educational system which rout in izes learning so that throughout 
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an ent i re state a l l f ou r th grade students w i l l be memorizing the same 

paragraph from page 1U6 of the standard t ex t i n American History i s simply 

not an educational system. Hospi ta l administrat ion which modeled i t s e l f 

a f t e r the machine theory of organization i s beginning to move to a more 

appropriate managerial practice w i t h emphasis upon "open" hospitals per­

m i t t i n g greater freedom to both pat ients and hosp i ta l personnel. The 

i d e a l i s no longer to wake up every pat ient w i t h a wet wash c lo th at 

f i v e - t h i r t y i n the morning. 

In addi t ion to the recognit ion of the i n a p p l i c a b i l i t y of organizational 

devices of the fac to ry and the army to a l l organizations) i t i s also 

t rue that not a l l f ac to ry operations can'be l e f t to i n s t i t u t i o n a l controls 

wi thout regard to the motivations o f employees. I t f requent ly happens 

tha t job f r a c t i o n a t i o n can be pushed t o the point of diminishing returns 

even i n indus t ry . The success of the Tavistock workers i n r a i s ing pro­

d u c t i v i t y i n the B r i t i s h coal mines through job enlargement was due t o the 

f a c t that the specia l izat ion of American long-wal l methods of coal mining 

d i d not y i e l d adequate returns when applied to the d i f f i c u l t and variable 

conditions under which B r i t i s h miners had to operate. The question of 

whether to move toward greater special izat ion and standardization i n an 

i n d u s t r i a l operation or whether to move i n the opposite d i rec t ion i s 

generally an empirical one to be answered by research. One ru le of thumb 

can be applied, however. I f the job can be so s i m p l i f i e d and standardized 

tha t i t i s r e ad i l y convert ible to automated machines, then the d i rec t ion 

to take i s tha t of fu r the r i n s t i t u t i o n a l i z a t i o n u n t i l automation i s 



23 

possible . I f , however, the ove r - a l l performance requires complex judg­

ment, the d i f f e r e n t i a l weighing of f ac to r s which are not markedly iden­

t i f i a b l e , or of c r e a t i v i t y , then the human mind i s a f a r superior 

instrument to the most elaborate e lect ronic b r a i n . 

The paradox i s tha t where automation i s feasible i t can ac tua l ly 

increase the mot iva t ional p o t e n t i a l among the employees who are l e f t on 

the job a f t e r the change over. F. Mann and R. Hoffman conclude from 

the i r study of automation i n an e l ec t r i c power plant tha t the remaining 

jobs f o r workers can be more in te res t ing , tha t there can be f ree r associa­

t i o n among colleague ss and that the e l imina t ion of supervisory levels 

br ings the top and bottom of the organization closer together (12) . 

The conditions productive of attachment to the organization as a 

system have already been a l luded ' to — namely the rewards which member­

ship i n the system provide. They include pleasant working conditions, 

recrea t iona l f a c i l i t i e s , a congenial i n s t i t u t i o n a l atmosphere, and good 

f r i n g e benef i t s . The prest ige of an organization i s also a f ac to r i n 

a t t r a c t i n g and holding people. I n some communities there i s a prestige 

attached to working f o r a b i g public u t i l i t y rather than "for a r e l a t i v e l y 

small and unknown f i r m . For maximum e f f e c t to keep people t i e d to an 

organization the system rewards should be based upon sen ior i ty i n the 

system; Since they are not geared to p r o d u c t i v i t y and hence w i l l not 

grea t ly a f f e c t i t , they should be t i e d t o the major variable w i t h which 

they are concerned — staying i n the system. 

The rewards f o r making a system a t t r a c t i v e f o r recruitment and f o r 

holding people are, of course, r e l a t i v e t o competing systems. The f resh 
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Ph.D. i n physics who has h i s choice between a un ive r s i t y , an i n d u s t r i a l 
concern or a government agency, a l l of whom o f f e r opportunities f o r 
research, w i l l balance the prest ige, social and i n t e l l e c t u a l climate of 
the un ive r s i t y against the a t t r a c t i ve salary scale of industry against 
the resources of the government laboratory. I n general, an organization 
to be a t t r a c t i v e i n such a competitive s i tua t ion must meet minimal require­
ments i n a number of areas and then maximize the rewards i n the area i n 
which i t has the greatest s trength. Thus, indus t ry w i l l t r y to meet 
minimal standards of a f ree climate f o r research but w i l l have to play to 
i t s strength by a vas t ly superior salary scale. The un ive r s i ty , on the 
other hand, must ra ise i t s salaries to cer ta in minimal levels and then 
r e l y upon the i n t e l l e c t u a l climate i t can provide. In t h i s pa r t i cu la r 
instance the government has d i f f i c u l t y i n select ing i t s strongest appeal 
f o r purposes of maximizing i t s a t t ract iveness. 

The conditions f o r creat ing i n t e r n a l i z a t i o n of organizational goals 

have been suggested i n our discussion of t h i s pat tern of mot ivat ion. The 

basic fac to r i s the linkage of the organizational goal either w i t h the 

i n d i v i d u a l ' s se l f concept or w i t h some value system which i s close to 

h i s se l f concept. In some cases t h i s comes about through se l f - se lec t ion 

of the i nd iv idua l f o r a pa r t i cu l a r organization. A Catholic g i r l com­

mi t t ed to the ideals of the nursing profession may see herself as a 

nurse i n some Catholic hosp i t a l of her choice long before she has received 

her nursing degree. Or a youngster growing up i n the t r a d i t i o n of one 

of the m i l i t a r y services may have always thought of himself as an A i r 

Force o f f i c e r . But generally, the early soc ia l iza t ion process does not 
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r e s u l t i n such clear-cut i n s t i t u t i o n a l images. People in t e rna l i ze the 

goals of groups more o f t en as a r e su l t of t h e i r adult soc ia l i za t ion 

i n t o those groups. 

In te rna t iona l i za t ion o f group goals comes about i n three ways. I n 

the f i r s t place, the i nd iv idua l may pa r t i c ipa te i n decisions about group 

p o l i c i e s . He becomes ego inTOlTadaastfchevreBUltooTssubhpparticipation. 

I n the second place, he may make- other contr ibut ions to the group func t ion ­

ing which are s u f f i c i e n t l y expressive of h i s own ta lents and a b i l i t i e s and 

s u f f i c i e n t l y s i g n i f i c a n t as contr ibutions to the group tha t he i d e n t i f i e s 

w i t h the organization. Since he has helped to make i t , i t i s h i s . Gener­

a l l y these two avenues are open to the top o f f i c e r personnel and very few-

people i n the lower echelons have such oppor tuni t ies . In the t h i r d placej 

an organization can induce some i n t e r n a l i z a t i o n of i t s purposes by continued 

emphasis upon a clear cut model of i t s idea ls . An image of what the 

organization stands f o r i s thus created and i s made a t t r ac t ive because of 

i t s moral, heroic or otherwise soc i a l ly desirable charac te r i s t i cs . The 

attractiveness i s r e in forced by the soc ia l support of group members. 

People can thus t i e t h e i r s e l f image or t h e i r ego i d e a l i n t o the image of 

the organization ( 8 ) . Behavior consistent w i t h t h i s model i s the f i r s t 

v i r t u e i n the eyes of the i n s t i t u t i o n . 

The image of the organization i s aided appreciably by personalization; 

i . e . , by casting the model i n the form of present leaders — or o f past 

heroes. General Patton of the Third Army w i t h his m i l i t a r y posture, h i s 

s i l v e r p i s t o l s , h i s standards of d i s c ip l i ne presented such a personal 
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model f o r h i s troops. P o l i t i c a l par t ies g l o r i f y t he i r past warr iors and 

i n s t i t u t i o n s constantly attempt to create charisma about t h e i r leaders. 

The i d e n t i f i c a t i o n which occurs w i th such .personal models may produce 

only p a r t i a l i n t e r n a l i z a t i o n of organizat ional purposes. People may 

i d e n t i f y w i t h the great f i g u r e i n order t o pa r t i c ipa te i n a compensatory 

manner i n h i s greatness. Nonetheless same of the v i r tues he represents 

become t h e i r own idea ls . 

An organization tha t has a task of emotional s ignif icance enjoys an 

advantage i n the creation of an a t t r a c t i v e image. I f the task i s attended 

by hazard as i n the t rack ing down of cr iminals by the F . B . I , or of adventure 

as i n the early days of f l y i n g or of high service to humanity as i n the 

case of a cancer c l i n i c , i t i s not d i f f i c u l t t o develop a model of the 

i n s t i t u t i o n ' s purpose. 

The imaginative leader can also help i n the development of an a t t rac­

t i v e p ic ture of the organization by seme new concept of the agency's 

mission. The police- force entrusted w i t h the rout ine and d i r t y business 

o f law enforcement ca r r ied out by dumb cops and " f l a t f e e t " can be energized 

by seeing themselves as a corps of profess ional o f f i c e r s devoted t o the 

highest form of publ ic service. Real i ty f ac to r s l i m i t the innovative use 

o f symbols f o r the g l o r i f i c a t i o n of organizations. • Occupational groups, 

however, constantly s t r i ve to achieve a more a t t r ac t ive picture of them­

selves as i n the instance of press agents who have become public re la t ions 

spec ia l i s t s or undertakers who have become mort ic ians . 
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The conditions productive of supervisory patterns tha t maximize the 

f i v e types of behavior necessary f o r e f f e c t i v e organizational func t ion ing 

are not as w e l l known as might be expected from our long concern w i th the 

problem of leadership. Promotion to supervisory and o f f i c e r pos i t ion 

o f t e n goes to personnel who have demonstrated t h e i r competence as indus­

t r i o u s workers and as technical experts i n the tasks of the organization 

but who have had no t r a i n i n g i n administrat ion and who may have no aptitude 

f o r i t . Many i n d u s t r i a l organizations are s t a f f ed w i t h engineers at t he i r 

top levels because these are the people most expert i n the technica l 

aspects of production. 

I n many organizations the func t ion o f keeping people happy i n the 

organizat ional se t t ing so they w i l l not q u i t i s handled p r ima r i l y by 

o f f i c e r s who can play the ro l e of socio-emotional leaders 3 the yea sayers-

The func t ion of turning out high q u a l i t y production i s carr ied cut by 

a d i f f e r e n t set of supervisors who play' the ro le of the tough task masters^ 

t he nay sayers. This i s essent ia l ly a compromise solut ion anc< though 

f a i r l y e f f e c t i v e may produce c o n f l i c t and unanticipated undesirable con­

sequences- A more idea l type of supervisory pattern., which i s also more 

d i f f i c u l t of achievement, i s the in tegra t ion of these two. funct ions i n 

one boss. This may require a man capable of ge t t ing the approval of h i s 

group on major d i rec t ions o f po l i cy and of being f i r m about the spec i f ic 

adminis t ra t ion of tha t p o l i c y . The involvement of the group i n acceptance 

o f po l i cy w i l l s a t i s f y the socio-emotional func t ion and the f i r m execution 

o f the po l i cy . w i l l meet the demands of the task f u n c t i o n . 
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Research resu l t s indicate tha t supervisors who devote themselves 

exclusively to production matters and to the observance of routine 

i n s t i t u t i o n a l duties are not the heads of high-producing groups nor of 

groups w i t h high morale. Those supervisors, however, who give considerable 

time to the problems of the management of people are much more l i k e l y to 

be the leaders of groups wi th high morale and high p r o d u c t i v i t y . The 

f o l l o w i n g items of supervisory practice were found t o be much more charac­

t e r i s t i c of the leaders of high morale groups than of low morale groups i n 

a large publ ic u t i l i t y (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 j u s t as people to get 

the work done 91% 33% 6k% 

2 . He w i l l go to bat or stand up 

f o r me 87* 30% $1% 

3 . He i s f a i r i n dealing w i t h people 

I work w i t h 31% 23% $Q% 

\ \ . He knows the job w e l l and can 

give r i g h t answers 9h% bh% $0% 

5. He gives help when I r e a l l y need i t 92% h&% k&% 

6. He l i k e s to get our ideas and t r i e s 

t o do something about them 100% 60# h0% 
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7. He i s quick to praise people 

ra ther than c r i t i c i z e &3% 30% $3% 

8. He keeps me w e l l informed about 

what goes on i n company Qk% 33% $1% 

9. He keepsmen-'pofftedlon.' how,"well 

they are doing kl% 12% 3$% 

K ) . He hears complaints and 

grievances • 6$% 32% 33% 

Nine of the above items which d i f f e r e n t i a t e very w e l l the high and 

low morale -groups are manifestations of the socio-emotional aspects of 

leadership. The one exception re la tes to technical competence (Item h) 

or task o r i en ta t ion . I n contrast the f o l l o w i n g three items show no 

appreciable differences between the high and low morale groups: 

Perception of supervisor High Low Difference 

. Morale Morale 

11 . He arranges the work and makes 

work assignments 67% 69% - 2% 

12. He enforces the ru les $h% $h% 0 

13. He keeps the men supplied w i th 

mater ia l s and tools 36% kl% ~ 5% 
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These t h r e e i t e m s r e f e r - t o t h e i n s t i t u t i o n a l t a s k - o r i e n t e d p r a c t i c e s 

o f t h e o r g a n i z a t i o n s and b e a r n o r e l a t i o n s h i p t o employee m o r a l e . 

I n d i s c u s s i n g t h e . m o t i v a t i o n a l p a t h s t o q u a n t i t y and q u a l i t y o f 

p r o d u c t i o n as w e l l as' t o e x t r a - r o l e ' e f f o r t we have d e v o t e d our a t t e n t i o n 

m o s t l y t o i n t r i n s i c f a c t o r s such as t h e n a t u r e o f t h e j o b , group r e s p o n ­

s i b i l i t y i n t h e m a k i n g o f d e c i s i o n s and t h e i n t e r n a l i z a t i o n o f o r g a n i z a ­

t i o n a l g o a l s . A n o t h e r se t o f m o t i v a t i o n a l d e v i c e s c o n s i s t s o f e x t e r n a l 

r e w a r d s a n d p e n a l t i e s such as p a y , p r o m o t i o n s ) p r a i s e and awards , o n t h e 

one h a n d 3 and d e m o t i o n , , d e m e r i t s and censu re on t h e o t h e r . The use o f 

e x t e r n a l r e w a r d s and p e n a l t i e s as summed u p i n t h e c a n d y - a n d - t h e - s t i c k 

p h i l o s o p h y h a s t h e f o r c e o f t r a d i t i o n b e h i n d i t and w i t h s u b s t a n t i a l 

r e a s o n . The d i f f i c u l t i e s o f e m p l o y i n g t h e s e methods e f f e c t i v e l y i n l a r g e 

o r g a n i z a t i o n s have a l s o been w i d e l y r e c o g n i z e d . Money as an i n c e n t i v e 

h a s i t s p r i m a r y advan tage i n a t t r a c t i n g p e o p l e i n t o an o r g a n i z a t i o n r a t h e r 

t h a n i n e n e r g i z i n g them t o w a r d o r g a n i z a t i o n a l g o a l s once t h e y a r e i n t h e 

s y s t e m . ^ - I f t h e p a y i n c e n t i v e i s t o y i e l d g r e a t e r p r o d u c t i v i t y i t has 

t o be a d i f f e r e n t i a l r e w a r d g e a r e d t o d i f f e r e n t i a l e f f o r t and be s u f f i c i e n t l y 

s i z e a b l e t o c o u n t e r a c t t h e u n f a v o r a b l e norms a g a i n s t t h e r a t e b u s t e r . 

I f t h e employee g e t s t h e same wage b y v i r t u e o f h i s c l a s s i f i c a t i o n t h e n 

t h e r e i s n o i n c e n t i v e f o r h i m t o p r o d u c e more t h a n t h e n e x t man i n h i s 

c l a s s i f i c a t i o n . I n l a r g e s c a l e o r g a n i z a t i o n s i t may n o t be e f f i c i e n t t o 

w o r k o u t a d i f f e r e n t i a l p a y s c a l e based u p o n i n d i v i d u a l e f f o r t p a r t l y 

because t h e r e i s no easy way o f t i m i n g j o b s and e q u a t i n g e f f o r t u n i t s $ 

^- Take f o r example t h e b e h a v i o r o f t h e p i l o t s h o t down on h i s s u r v e i l l a n c e 
m i s s i o n o v e r R u s s i a whose s a l a r y a p p a r e n t l y d i d n o t i n s u r e t h e e x p e c t e d r o l e 
p e r f o r m a n c e . 
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p a r t l y because t h e w o r k may depend more u p o n c o o p e r a t i v e e f f o r t t h a n 
i n d i v i d u a l p e r f o r m a n c e , p a r t l y because i t i s d i f f i c u l t t o make c l e a r l y 
v i s i b l e t o w o r k e r s t h e d i f f e r e n t s t a n d a r d s o f p e r f o r m a n c e commensurate w i t h 
d i f f e r e n t r e w a r d s , ' p a r t l y because w o r k e r s f e a r such d e v i c e s as e x p l o i t a ­
t i v e . Hence, i t i s t h e e x c e p t i o n r a t h e r t h a n t h e r u l e t o f i n d l a r g e 
o r g a n i z a t i o n s i n w h i c h t h e p i e c e r a t e sys t em i s e f f e c t i v e l y employed t o 
i n c r e a s e t h e q u a n t i t y and q u a l i t y o f p r o d u c t i o n . 

P r o m o t i o n and u p g r a d i n g a r e pe rhaps , , t he m o s t p o t e n t o f t h e e x t e r n a l 

r e w a r d s a v a i l a b l e t o management. P r o m o t i o n g e n e r a l l y n o t o n l y means an 

i n c r e a s e i n pay b u t a l s o an i n c r e a s e i n s t a t u s , i n p r i v i l e g e s and i n j o b 

r e s p o n s i b i l i t y . A g a i n , i f t h e o p p o r t u n i t i e s f o r p r o m o t i o n a r e t o m o t i v a t e 

employees t o g r e a t e r p r o d u c t i v e e f f o r t , p r o m o t i o n s have t o be c l e a r l y 

p e r c e i v e d as b e i n g b e s t o w e d u p o n t h o s e who a r e t h e most d e s e r v i n g i n • 

t e r m s o f t h e q u a l i t y a n d q u a n t i t y o f t h e i r p e r f o r m a n c e . And a g a i n l a r g e 

o r g a n i z a t i o n s , w i t h s t a n d a r d i z a t i o n o f r o l e p e r f o r m a n c e and w i t h l i m i t e d 

p r o m o t i o n a l p o s s i b i l i t i e s f o r t h e g r e a t mass o f t h e i r employees , have 

s p e c i a l p r o b l e m s i n u t i l i z i n g t h e p o t e n t i a l o f t h i s f o r m o f r e w a r d . 

N e g a t i v e s a n c t i o n s a r e even more d i f f i c u l t t o gear i n t o t h e p r o d u c t i v e 

s y s t e m o f a l a r g e s c a l e e n t e r p r i s e i n a d e m o c r a t i c s o c i e t y i n a p e r i o d o f 

a t i g h t l a b o r m a r k e t . They can be u s e d t o p r e s e r v e minimum s t a n d a r d s o f 

p e r f o r m a n c e r a t h e r t h a n t o e l i c i t maximum a c c o m p l i s h m e n t . I n a more 

a u t h o r i t a r i a n s e t t i n g , w h e r e t h e t o p e c h e l o n s can command more i m p l i c i t 

o b e d i e n c e o f g r o u p members, n e g a t i v e s a n c t i o n s a r e much more p a r t o f t h e 

n a t u r a l sys tem o f c o n t r o l . I n g e n e r a l , h o w e v e r , p e n a l t i e s f u n c t i o n t o 
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p r o d u c e a v o i d a n c e o f u n d e s i r a b l e b e h a v i o r ; and t h e minimum o f a c c e p t a b l e 

p e r f o r m a n c e soon becomes t h e maximum n o r m f o r t h e members o f t h e s y s t e m . 

The g e n e r a l c o n c l u s i o n , t h e n , w i t h r e s p e c t t o t h e u t i l i z a t i o n o f 

m o t i v a t i o n a l r a t h e r t h a n c o n t r o l d e v i c e s f o r m e e t i n g o r g a n i z a t i o n a l r e q u i r e ­

m e n t s i s t h a t t h e e x t e r n a l s a n c t i o n s o f r e w a r d and p u n i s h m e n t a r e much 

more a p p r o p r i a t e f o r k e e p i n g p e o p l e i n an o r g a n i z a t i o n and s e t t i n g minimum 

s t a n d a r d s o f . p e r f o r m a n c e t h a n t h e y a r e f o r a c t i v a t i n g p e o p l e t o w a r d 

maximum a c c o m p l i s h m e n t o f o r g a n i z a t i o n a l g o a l s . The l a t t e r t y p e o f 

o b j e c t i v e c a l l s f o r more i n t e r n a l i z e d m o t i v a t i o n w h i c h t i e s i n t o o r g a n i ­

z a t i o n a l f u n c t i o n i n g i n o p e r a t i o n s i n a m o r e f u n c t i o n a l way — i . e . , t h e 

r e w a r d s f l o w n a t u r a l l y f r o m t h e a c t i v i t i e s engaged i n . 

Summary 

The f r a m e o f r e f e r e n c e o f t h i s p a p e r i s t h a t t h e p s y c h o l o g i c a l 

a p p r o a c h t o i n t e r p e r s o n a l r e l a t i o n s c a n n o t assume a s o c i a l vacuum i n w h i c h 

p r i n c i p l e s o f human r e l a t i o n s a r e d i v o r c e d f r o m an o r g a n i z a t i o n a l c o n ­

t e x t . O r g a n i z a t i o n a l members no m a t t e r whe re t h e y s t a n d i n t h e h i e r a r c h y 

a r e p l a y i n g r o l e s w i t h r e s p e c t t o t h e a c c o m p l i s h m e n t o f g roup g o a l s . 

N o m a t t e r how much good w i l l t h e y b e a r one a n o t h e r , no m a t t e r how k i n d , 

s y m p a t h e t i c and u n d e r s t a n d i n g t h e y may w a n t t o b e , t h e y a r e s t i l l l i m i t e d 

b y t h e r o l e s i n w h i c h t h e y f i n d t h e m s e l v e s . Hence genu ine e f f o r t s i n 

o r g a n i z a t i o n s t o i n c r e a s e t h e m o t i v a t i o n -o f i t s members, and t h e g r a t i f i ­

c a t i o n s t h e y d e r i v e , mus t be r e l a t e d t o changes i n t h e o r g a n i z a t i o n a l 

s t r u c t u r e . 
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Two p a t h s t o o r g a n i z a t i o n a l g o a l s c an be d i s t i n g u i s h e d , t h e m o t i v a ­
t i o n a l p a t h and t h e c o n t r o l p a t h . I t may be more e f f i c i e n t f o r o r g a n i z a ­
t i o n s p r o d u c i n g m a t e r i a l goods> o r r e n d e r i n g r o u t i n e s e r v i c e s , t o g i v e 
g r e a t e r emphasis t o t h e c o n t r o l means f o r a c h i e v i n g c e r t a i n p u r p o s e s as 
i n t h e case o f c o n t r o l l i n g t h e r a t e o f t h e assembly l i n e i n p r o d u c i n g 
a u t o m o b i l e s . I t may be more e f f i c i e n t , h o w e v e r , f o r o r g a n i z a t i o n s c o n ­
c e r n e d w i t h m o d i f y i n g human b e h a v i o r , c r e a t i n g new i d e a s and t e c h n i q u e s , 
o r t a k i n g c a r e o f t h e h e a l t h and w e l f a r e o f human b e i n g s t o u t i l i z e t h e 
m o t i v a t i o n a l p a t h f o r a c h i e v i n g most o f i t s o b j e c t i v e s . F i n a l l y , i n t h e 
u s e o f m o t i v a t i o n a l means i t i s i m p o r t a n t t o d i s t i n g u i s h be tween t h e 
many and d i f f e r i n g r e q u i r e m e n t s o f t h e o r g a n i z a t i o n . O r g a n i z a t i o n s m u s t 
m e e t t h e r e q u i r e m e n t s o f a t t r a c t i n g and h o l d i n g p e r s o n n e l , o f o b t a i n i n g 
some minimum l e v e l o f q u a n t i t a t i v e and q u a l i t a t i v e p e r f o r m a n c e i n t h e i r 
r o l e a s s i g n m e n t s and f i n a l l y o f o b t a i n i n g some degree o f p e r f o r m a n c e 
t o w a r d t h e a c c o m p l i s h m e n t o f g roup g o a l s beyond t h a t o f t h e r o l e s p e c i f i -
. c a t i o n s . The d e v i c e s t h a t may a t t r a c t and h o l d members i n an o r g a n i z a t i o n 
may n o t i n s u r e h i g h q u a l i t y o f p e r f o r m a n c e . The f a c t o r s t h a t max imize 
good r o l e p e r f o r m a n c e may n o t f a c i l i t a t e e x t r a - r o l e b e h a v i o r . I f we a r e 
t o i n c r e a s e o r g a n i z a t i o n a l e f f e c t i v e n e s s t h r o u g h e n e r g i z i n g i t s members 
more f u l l y , t h r e e q u e s t i o n s mus t be a n s w e r e d : (1) What s p e c i f i c t a r g e t -
a r e we a i m i n g a t i n t e r m s o f t h e b e h a v i o r o f p e o p l e , (2) What m o t i v a t i o n a l 
p a t t e r n needs t o be a r o u s e d t o p r o d u c e t h e d e s i r e d b e h a v i o r and (3) 
What a r e t h e d e t e r m i n a n t s o f t h i s p a t t e r n , b o t h p e r s o n a l and o r g a n i z a ­
t i o n a l ? 
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