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IN'l'RODUCTION 

I n order to utilize people effectively in an organized e f ­

f ort , man has f or centuries dealt with issues suer as : 1) how 

to organize v.or k and allocate it; 2) how to recruit , train , and 

manage workers ; 3) how to create worldng condi tions ar o re~;ard/ 

punishment syste11s whi cl. wi 11 enable wor l:ers to maintain effec­

t iveness and morale ; 4) how to adjust their or:-anization to 

changing environment and t echnology ; and 5) how to deal with com­

petition or harassment f rom other organizations or groups ,,·i thin 

th . . t· 1 eir own orgaru.za ion. These i ssues became increasin£ l y i mpor-

tant with t he industri al revolution ano the development of lart--e 

scale manufacturing enterpri ses . Howeve.:- , in recent tines tl:-ere 

has not only been a n unp recedented gro\·rth in inaustrial or"'aniza­

t ions , but in other i ns ti tutui ons ( goverru:1ent , educatio n , healtl. 

care) as well. Regardles s of the nature of the enterprise , r otr­

ever, organizations in general can be considered as a r2tional 

coordination of activities in order to achieve a common goal , 

through a divisi on of l abor and a hierarchy of authority .' 

Al thoug,h industria l , f!CVernmental , and soci al insti tutions 

have ex i sted in various forms , on smaller or larcer sc~les , 

throughout histo r y , it was not until the end o f the 19th centur:, 

trat attempts were made to coaify organization a nd manarement 

v.nowleU(!e . Earl y management mo dels which emphasi zed task r:.anar e­

ment, efficiency , and structural r e l ationships wer e followed by 

models that incorporatea the systems a pproach and the s ocia l and 

ps~c ological needs o f workers . Desp i te these more recent 

theories on buman relations , open systems , a lternate l eauershi p 

styles , and motivation, early management theory witt its clos e d 

systens approach and meclianisti c view of man may sti ll have s i g­

t•i ·icant and of ten negative impact on management st:,le. In few 

otr er setti ngs ,,ould this i mpact have nore serious repercussions 

than i n health care settings where not only the hLllilan needs of 

worl,ers are i mportant but the social and psyc hological r,eeds of' 

tliose r ecei vinr s ervices are cruc i al as well. 

1 
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The overall Ptmpose of thi s project, then , is to : 1) re­

view management theory and its i mr lications for management mo­

dels , leadership styles , and moti vation of employees ; 2) ex­

p lore by r esearch current managenent attitudes and methods 

utilized in health car e setti ngs i n regard to management orien­

tations and mo dels , leader ship styles , and motivation of work­

ers ; and 3 ) to anal yze the f i ndings and t hei r i mplications for 

management and employees in oiverse and highly pro:fessional and 

technical heal th care syste:ns. 

"Jore spec i :fically , the f irst section of the paper will re­

view traaitional theories of Or&anization and management , in­

cluding the scientific , bureaucratic ano administrative manage­

ment theories , as well as the modern theories of organization , 

the human relations and open systems approaches. It will be de­

monstrateu that tradi tional , production- centered, closea systems 

approaches are ref lected i n Theory X assumptions about worker s , 

which sugeest that employees must be directed a nd controllea, 

and that they l ack ambition , ingenuity , and the desire to assume 

responsibility . On the other r.and , the modern, employee- cen­

terea , open systems approaches are ref lect ed in Theor) Y assump­

tions of workers , which sugeest that under the right conditions 

employees can f ind work a source of satisfaction and that they 

can demonstrate a relatively hi gh degree or ambition, indepen­

dence , r esponsibi lity , an d creativi ty in their j obs , 

After reviewing theories of management and thei r assump­

t ions about workers , we will then go on to exolore management 

moael s and leadership styles within organizations . Traditional 

management model s , i . e . the autocratic and custodial models , 

surp-est that employees nust be persuaded to per form on the basis 

of ro· ·er and threat or be cajoled to perform with a reward of job 

s ecuri t-,t' . ;.odern management mooels , the s upportive anc colle­

gial model s , on the other hand, suggest that employees 1::ill par­

ticipate and asswae responsibility if they receive support and 

have a sense of tear.i.wor~ in tt eir work s i tuations . ,.anagement 

orientations and models are r eflected in leadership s tyles • . 
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Z>everal approacl es t o leadershir ar-e reviewed in the paper and 

are aelineated between tl e traai ti.anal approaches such as the 

exploiti ve and benevolent autocratic leadershi p styles , and mod­

ern approaches such as the parti cipative and democratic leaoer­

shir s°t'Jles. 

finally , in the liter-ature r eview , the process of motiva­

t ion is exami ned. The content theories of motivation consider 

the hierarchy of worker needs , whil e the more recent process 

models consider the r elationship between e:ffort , satisfaction , 

performance , and rewara in the moti vational process. 1.'hile the 

process theori es are not yet able to be translated into use b~ 

management , they provide insight into the complex process of mo­

tivation and hold pronise for future uti l izati on by managers . 

The second section of the paper f ocuses on the researcr 

oetho doloo and f indings. The r esearch is designed to deter ­

mi ne i f heal th care mallaJ;er s utilize traditional or moder n ap­

proaches to organizational mar.agement , leader ship , and moti va­

tion . 
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CLASSIChL TI-IEO. Y- BUREAUCRACY: ELFMENTS AND FUNCTIOT'S 

In the late 1800 ' s a set of concepts about organizatio ns , 

nm; k no,m as classical theory , began to be extensively developed. 

The i mpact of classi cal theory of orpanizations has been p ro1ound. 

Its effect is seen i n vir tually all complex o rranizations . I n deed , 

classical concepts of organizations account i n lar~e measure for 

the e::i stenc e of complex organizations ; i n many VlaJ'S it maue ther.i 

and thus modern civilization possible . 

Classi cal theory oeveloped i n three streams: bur eaucracy , 

administrati v e theory , ana scientifi c manas;ement. These three 

streams were founde d on s imilar assumptions. 'l'he practi cal e.f'fccts 

of all three are esse ntially the same. 'lhey were developed at 

about tl.e same time (circa 1900 - 1950) . 

Pureaucracy was developed f or the most part by sociolo.;;ists 

who took a r e l ati v e ly scholarl y , detached , descriptive :roint o f 

view. Administrati ve theory and sci entifi c nana["ement , on the 

other hand , ~1ere deve loped by wri ters whose pri mary interest was 

in directly improvi ng nructice. 

The tenn bureaucracy as tleveloped by \'Jeber refers to certaif' 

characteristics of organizational desi gn ; he viewe d bureaucracy 

as tl e raost ei':fici ent fo r m that could be used most effec·tively 

for comp l ex organization , e . g . business and p-overnmenL. 1•·itt...in his 

rr.odel , •. eber sugc-ests that the !'attern of authori ty and influence 

resulting in any given si tua.;ion clepends in part on the basis of 

consent. The three major bases o f consent are : t r aditional , ra­

tional- le~al authority , and charisma. Tbe view of rational- legal 

1:1uthori ty is central to ,:eber ' s conce}". t of bureaucracy . According 

to his theory , power or autbori ty shoulo be assignea on the l asis 

of rational criteria and in terr.is of n rocedures er.;bodiec in for;nal 

laws , contracts and i nformal codes. F.ational criteri a i mrlys that 

in order to be t,i ven a position of" authority , a rerson should 1-,eve 

denionstrated the a ili~ and motivation to iulfill the recuirements 

of the position. 

1 
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In the organizational sphere, these principles are expressed in 

the idea of proootion based on merit and in the notion that au­

thority ultir.,ately derives from a person ' s ability to rio some­

thing better than those under his. 5 l'leber ' s bureaucratic ~ooel 

has served as a departure point :for many soci al scientists . 

Recently, Hall , a sociologist , suggested that the degree of bu­

reaucratization can be determined by measuring the following de­

mensions: 1) a divi sion of labor based upon functional special­

ization; 2) a well defined hiearchy of' authori ty; 3) a system of' 

rules governing the rights and duties of nosi tional incumbents ; 

4) a system of procedures for dealing \•:i "!::h ,,·ork s ituations ; 

5 ) i mpersonali ty oi inter-nersonal r elationships ; and 6) promo­

tion and selection for employment based upon technical compe­

tence. 

The elements of bureaucracy are vital parts of' modern busi ­

ness , governmental , educational , ano other co~plex organizations . 

A m.nabcr of the more i nportant of these elements or character-

i s ti cs are described belov . An effect of" these elements is to 

structure an organization. These ele~en~s describe the perfect 

or i deal bureaucracy ; in practice organizations often only par­

t i ally r.eet these criteria. 

In a bureaucracy the broa<ler objectives of the organization 

are divided i nto subol>jectives . Tasks or work activiti es to ac­

cor:iplis~ these objecnves are broken oo\-m, typical ly by speciali­

zation, to the smallest possi ble unit. /l.cti vi ties are cor.,bined, 

again with beo.vy er:iphasis on Sl"ecialization, and assignee to spe­

cific oosi tions. Po\·1er and authority are delegated do,mward , be­

ginning at the top , from each supervi s or to his subordinates . 

::::ach position covers an area for which 5.t has co1:iplete ju­

risdiction. ':'here is clear- cut division of •••ork , cor:TT'ctencc , au­

tLori ty , responsibili t:1 , ana other j ob component£. 3asic or low­

es t - level poni tions are -rouped together and assi [;ned to a higher 

o~fice. In turn , each supervisory office is under the control of 

a higher one . =:ach off icial is accountable to his superior for 

his and his subordinates ' job- related actions and decisions. 
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t.11 are accountable to the r.ighest official at the top of" the 

p:-ramidal hierarchy. Tht..s the entire operation is or<""anized 

into an unbrol;en , ordered , and clearl y defined hierarcl.y . T-·ach 

position i s responsi b le f or the activities that it can best per­

::orr.1 or surervise . Each positio n ' s juri sdictio n i s totall:' de­

fined and mutually exclusive. 'lhat i s , i t does not share juris­

diction V.'i th any other position. Though t hi s procedure bureau­

cracy creates the baEic classi ca l hierarchy or structure of an 

orcanization. I n a bureaucracy authority and pov1er rest in the 

institution or office. An individual hol ds an office , and the 

po\·1er does not p er sonally belo ng t o him, it i s a part or the o f ­

f ice . Because the office holder ha s been selected on his tech­

nical ability, he wields his infl uence because of expert ise . 

..::1- e highest off icial is an exception ; he may hold po\'1er through 

election , approp r i ation , or succession. 

~ureaucracy makes it p ossi ble to achieve the larpe increases 

i n productivity that: can come $'ram specializati on. In modern 

society one can be expert in only a :fe•.~· lines o.f \•:ork . "ureau­

cracy perrni t s him to specialize in tho s e areas \I/here he i s ex­

pert . The economic systeJTI and other aspects o f society make 

a vailable to him the ,:ork output of millions o f other s i milar l y 

speci alize d persons . 

Bureaucracy i s a means of copi ng with co'l'!plexi ty , wl,ich it 

converts int o relative simplicity w~ th each 1'l0Sition . The per ­

son filling each p ositi on i s competent to handle the detai l s o f 

that posit ion . Bureaucracy permit s speci alization a t the funda­

mental wor ker level a nd at the manager level as well , wher e i t i s 

eoually necessary . As Simon wrote , "Concentration on a limited 

range of valt.tes i s almost essential i f the administrator is to 

be he lt.. accountable £or his deci s ions . 11 6 

i&!IHISTP.ATIVB W,HA~lE!iT THEORY : 

Henri Fayol , co nsidered the fatJ,er of' management theor~ , ae­

fined adoinistration i n ter ms of f ive n rimary elements : plannin::; , 
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or,..anization, command, coordination, ano control. Fror.i t hi s 

frame'..-ork , he went on to develop f ourteen princir les to be use a 

as guidelines for managers: 1) d ivis ion of worl--. - tt.e nr inci­

~ le 01 specialization o f labor in order to concentrate activi­

t i es f or more ef'ficiency ; 2 ) a uthority and r esponsitili ty -

authori tiJ i s the right t o gi ve an order and the power to enact 

obedience ; 3) di s cip line - discipline is essential for the 

Sl;JOot running o f busi ness , and without discip li r:e no enter;,rise 

could ;Jrosper ; 4 ) unity of cor:unano - an employee should r eceive 

orders from one superior only ; 5) unity of direction - one J-.ead 

and one p lan for a ~u:p of activit ies having the sar.ie o bjec­

tives ; 6 ) subordination of individual interest to general inter­

ests the i nter est of one employee or a groUp should not pre­

vail over that of t he organi::atior: ; 7 ) remuneration of • ersonnel 

- compensation should be f air and as far es possi bl e afford 

satis.faction both to personnel am .. to the f irm; 6) Centr alization 

- centrali~ation is essential to the organization and is a nat­

ural consequence of organizing; 9 ) s calar chain - this is the 

cr.ain of superiors r angi ng f rom the ultimate authority to the 

lowest r ank; 10) order - the organization should provide an or­

derly place :for every i noividual ; 11) equity - eauity and a sense 

of j ustice shoul d pervade the organization; 12) stability o f 

tenure and personnel - tir.le i s needed for the enployee to adapt 

t o :.is v:ork and to perforri it effectively ; 13 ) initi ative - at 

a ll levels of the organizational ladder , zeal and ener~· should 

be augmented by initiative ; and lA) espirit de corps - tl i s prin­

cinle e7.phasi~ed tl0 e need :for teamwor k and the maintenance of in­

ter:,ersonal relationships.
7 

utili z i ng the principles of Fayol and other theoris-:s sucll 

as Gulick an" Trrwid· , further refine"lents in admir.istrati ve 

nanagement theory were made by ' oone~· and Reiley. They delin­

eatec.. .:'our major manager.icnt principles : 1) :'he coordi~ti ve prin­

c i ple, \·thicr provi dea for a unity of action in the ~ursui t of 

o. common :;oal ; 2.) The scalor principle , whi ch stressed the hier­

arct~cal or~anizational f orm and authority ; 3) The functi onal 
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principle , whic h organized tasks into departmental uni ts ; anci 

4) 'l'he staff rrinciple , which recog,nize1.. the role of line manar-e­

men-c in exercising authority but providing the staff with oppor­

tunities to give advice and in:formatioc, These concepts ·•·ere re­

lated to the development of a pyramidal orzanizational structure 

wi tb a clear delineation of authori ty , speci ali zation o-f i·:ork 

tasks , coordination of activities , and the utilization of staff 

specialists. In addition , application o f these concepts led to 

the development of forrr.al organizat i on charts , o r <anizational 

manuals , and posi tion descriptionse ( 21 , quoted in 13 , p~. 60) . 

Finall :,• , a nother important contributor to this school of 

thought was ~:ary Parker Follett. In many v:ays ber ideas can be 

viewea as a link between the classical admi nistra tive me.narement 

theorists and the behavioral sci entists because sl.e e r::r,hasized 

the psychol ogical and sociolo6ical aspects of managenent . She 

viewed nanagement as a social p rocess ano the orf'aniZ<!tion as a 

social system. Uer concepts regarding the a cceptance o f· authority , 

the impo r tance of lateral coordination , the necessity for change 

in a dynami c admi nistrative p rocess , and the integration of or­

ganizational participants differed substanti ally froo those of 

other adru.nistrative management theorists
9 

(20, quoted in 13 , 

pg. 60) . 

The administrative management aoproach , then focuses on 

structural r elationships among production, personnel , supply, and 

other ser vice uni ts of the or r ani zati on. It employs economic ef­

fici ency as the ulti mate criterion. Efficiency i s mru-:imized b:,· 

sneci alizi ng te.sks and grouping them into departments , f ixing re­

sponsiLili t:, according to such principles as snan of control or 

aelegation anti controlling action to p lans . ~dministrative man­

a,p.ement theor.} achieves closure by assurring that ul tinately a 

master plan is ! nown, against ,•;hich speci alization , dc-:iartmenta­

lizatio n , and control are determined. 



nelationshi p of admi nistrative theory to bureaucracy: 

Administrativ e theory and bureaucracy are closely related. 

:n sor.le resnects they are identical. 

:::oth are lar..,ely deductive and view the ori:;anization norma­

tively, as a n abstract entity - a mental construct. ~ otl· a..lvo­

cate .formal organizations that take advantage of speci alization, 

a fundamental .feature of f ormal or&anizations. 

':he t\·:o s treams of thought v:ere developed apnarently alrr.ost 

totally independently. Bureaucracy ,·ras developed by sociolo-

r-istf: wl:o took a comparatively detached, scholarly view. They 

described bureaucracy as a normative model of or~anizatior.s. 

renerally , bureaucr atic theorists sto~ped short of speci.:ic pre­

scriptions of how to implement -chis normative J;1oc.el. 

In contrast, administrative theori sts usually \•:ere practical 

men of action ; o f'ten they were practicing mar.agers. Their major 

orientation was to pr escribe pri nciples and other conce·ts for 

achieving formal organizations. 3ureaucratic theorists said 

what a..11 organizati on ought to be ; a<iministr::itive theorists told 

:10\•· to accornpli::;h it. lO 'Ihis statement no doubt is an oversir:ipli­

fication , but i t seems to summarize a principal dif.ference bet-.··een 

the two groups . 

There is a second difference i n emphasis bet\een bt..reaucra­

t ic and ariministrati ve theorists . In bureaucracy the focus is on 

the organization , while administrative t!leorists emphasize r.ianage­

~ent , a co□ponent o.f the or~ani zation. This distinction is not 

total , but it i s s i pnificant , if so::i.eti r.:es subtle . 

. ·e~ati ve vie...,•s of aaministrati ve theory : 

The £ Cneral critici sm of administrative theory is thzt it 

has no t been verified under controlled, repeatable scientific con­

ditions . Critics maintain that emrirical evidence I eveloned in 

the classical tradition of tl e scientific method is inadequate 

to support most elements of administrative tt,eorv . '..'hey have 
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sll["_.gested that administrati vc theory i s full o:f " inconsisten­

c ies , t.c.ut ologies , and lacl~ of sophistication. 1111 

Positive views of a.dninistrative theor y : 

r espite the apparently cevastatinr criticisms above of a dmin­

istrative theor y , it r emains i mportant. i.:hy? The ans\ler in brie.f' 

is : :>ecause i t wor' :s. Ac1mini strati v e theor y i s a way to a chi eve 

bureaucr acy. 1hus, i :f bureaucracy i s de s ired , then administrative 

theory ·.,ill also lil:ely ce valued. 

CLASSICAL TIIB" RY - SCIE:•iTIFIC llAI:P.GEl !Er.IT : 

'l'he ;third major cor.iponent of classical theor y i s scientific 

r1anagement. Scientific n:anager.,ent, v:hic h was devel ope d beginr.ing 

around 1900, bas been \·:i del:, used. It probably bas been an i m­

,;ortant factor in the creation o f the high st:mctard of living in 

the uni tcd States and some other hi&hlY inaustrial societies • 

. lzn:,-r contributions o:f t he sci entif ic management r.ove.."lent are s i g­

nificant coor-ooents o f \tiOely accepte d p rofessio nal motlern mana;e­

ment practice. 

The me anings of scientific managen:ent are !'ound in the liter­

ature, first , scientif ic nanagement has bee n thought of broadly as 

the apr-lication of 1;he scientific method o f study , analysi s , and 

proble':l solvinc- to organizational problems. ':'his objective is 

clearl,:, in the classical scientifi c Methodology tradition . Iiuch 

of the scientific managenent r.,ovement quali:fies as scicntif'ic in 

tni s raeaning . 

A second view of scientific management hes been that it i s 

merely a set of mechanisns or techniques - "a bar of tricks11 

f o r i moroving organizationa l effi cienc:; . /\lthough scientific 

manager.tel"t c ertainl:,, .;enerated a plethora o f valubl e rnana,....erial 

techniques , this view seens too narrov:. Reprettabl:,· , some have 

er.iphasi=ed merely the techniques out of content o: broader scien­

tific nanagernent philosophJ, inviting s ometi mes unfair criticism 



of tl.e entire mover.ea t . ~cienti:fic rianaeer.ient has numerous defi­

ciencies , but these should not obsc ure i ts raany positive contri­

butions . 

5ci entLfic manageoent focuses its unit of analysis on the 

ph:,sica l activities o f ,-:or!. , ,:hereas bureaucracy and adninistra­

tive theory emphasize the structure and processes of the hur.tan or­

ganization . Thus , compared iii th one another , scientific nanag e-­

ment is mi cro theory, while lureaucracy and admi nistrative theory 
12 are macro . Sci enti:fic ~anagenent (for exarrple , notion and time 

study) deals mai nly \·d th the relationship o f a worker to his wor k . 

There i s emphasi s on r.ian - machine r elati onships wi th the objec­

t i ve of" i mproving per f or ..nee of routine , r epe t i tive production 

tas .. s . ~he other two sets o f theories focus won or ganizational 

structure, relationships , arni proc esses at r:ian - to - man and 

higher levels . For exar.m le , adr:ri.ni strati ve t heor y e::iphasi zes 

pri nci ples and ftmctio ns of management . ~hus scientific manare­

nent can be t hought of as bottoI!' - up theory ; the o ther tuo , i n a 

comparative sense , are top - do~m theories. 

Scienti f ic management advocates an inductive , empirical , 

detailed stud:; o:f each job to determine how it could be clone most 

eff'ic i ently. Bureaucracy and 2.dministrati ve ·theory are less en­

pir ical ; they are more axiomatic or deuuctiv e \Ji.th ~rescr iptive 

nodels not nec essarily baseci on particular enpir i cal studies. 

':'he prescrioti ons o f bureaucracy and aJministrati ve theory are 

distilled fror.t e;:peri ence or general observations of man:· si tua­

tions. In contrast, the prescriptions of scientific mana~ement 
13 

are derived f rom speci fic studies in eacr case . 

An assumption of scientifi c management is that inproved prac­

tice vJi.11 cor.e :fron: the application of the scienti:fi c method of 

analysi s to organizational problems. ur.Jick -.·ro t e that scienti­

f i c management is the 11s ubsti tuti on of inC:ucti v e tl inking , think­

in,g based or facts , ~or t! e old deductive thirudng, t l1inkin; based 

on theories or opinions , in all mat~ers co ncer nin&. the or~ani za-
14 

tion of hunan r-roups . 11 

Thus , advocates hold that sci entifi c rnana,:e:.,ent eveloc-s 



solutions Slli erior to tr.ose of other a.,proa c hes . In lar&e T'.lea­

sure , the va lidity of scientific managenent rests upon the vali­

dity of s cientific methodology. 

~ second set of assumptions of scientific manage~ent concerns 

the relation o f a Horl.er to his wo:!'k . There is a primar~ focus on 

vor!: itself and not on the ,•articular person doing the ·.ror~· . '.::'he 

.;oo cl worker is vieued as one who accepts orciers , but does not 

initiate actions. The wor ker is told ho,·· to do his joL based upon 

s cientific analysis of the job. The :ocus i s at this basic \'/Ork -

vorl.er level , typically in a "?re duction shop. Scientific mann.r:e­

ment does not emohasize the integration and coorciination of lurhcr 

levels 01 the organization as do bureaucracy and ae;ministrative 

manageI:1etit . 

Third, s cientific nanaf'ement a s sur:tes r ationali~· in the clas­

s ical sense. Each worker is assumed to be the c lassical ''econo­

mic r:1an11 , intereste d i n r:ia::.inizint his r.:onetary incor:ie . The or-

6ar.ization i s seen as a rational i nstrument of production. The 

co:71J"1licated ~otivational , emotional , and s ocial actions and reac­

t ions o:f persons in orranizations are not er.ipt.asi:::ed . 

HEOCLASSICAL 'riiEORY- HUUAH RELATIOIIS APPROACH 'l'O :~\T!AGET:EilT 

.,round 1920 , sane ousinoss leaders and s oc i a l sci entis ts be­

J :?.n to apprecia~e t h e problems and consequences of scientific 

rr.anar-enent , ,·:i th broader recogni tion of the human relations as­

pects of oreani::;ation bei nr- gainec:. after the Hawthorne studi es 

,:ere publisb.od. \•,hi le studying the effect o.f w.fferent anounts 

o: illur.lir.ation, ventilation anl rest ~eriods upon the nrocuction 

of' i nc.ustrial ·.-:orkers at the l.'.icster n Electri c r lant in : .a\l:thorne , 

t'",e researchers di s covered tr.at moral and ir.otivation :actors \·:ere 

:::;o i n;,ortant that the,_. cor.mletel'- obscured the effects of' the f ac-

b . tudi • 15 tor s e i ng s ea. 

In continuing tt1eir research , the "human relations" :findings 

of .auo and !lis o.s:::;ociates , Roei.hlisner ..,.er a nd .... i ckson, clocurnentec:1 

t..at the behavior o f \lOd ers cannot ' e understood apart fro;n ,:;beir 
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feelings anci senti ~ents and tbat social str ucture i s an intri-

cate web of human r e l ations bound together by a system of senti­

ment. The studies ::.ho wed conclusively that •::orkers \:ere re­

Stlo nding to scientif ic ~anagement ~e tho ds by restrictin[ produc­

tion to levels that v:orkers :felt \•:ere appropria te ; that wor',ers 

had developed zn informal orpanization \'1hich differed frori the 

for□al or ganization ; anti that when the hos tilities , resentment , 

suspicions , and f ears of uorl:ers ·11ere r~laced by favor-at l e at­

titudes, a substantial i ncrease in produc t ion occurrea .
16 

Further 

studies f ollowing the ~uman relations trend were uncertaken to 

f i n d \'/hat kinds of oreanizational structure and what princi-

ples and C'ietho ds o:f leaaershir, and oanage..ient result in the high­

est r,:roducti vi t".f , least absence, lowest turnover , and t h e ~eat­

est joc sat i sfaction. Research f indings conclude that when super­

visors are erm:, loyee - centered (i . e . , the:/ place nrinar:,· er.ipha-

sis on the !-:urr:an problems of their \iOrkers rather than on produc­

tion) . They get the best oroduction , the best r.1otiv2.tion , and 

the 1.i ghest level of worker satisfaction; that close surervision 

tends to be associ ate d wi th lo,·•er productivi ty and more general 

supervisi on with high productivity ; and that direct pressure from 

one ' s superior for production tends to be resented , ·.,hile group 

:'!ressure f rom one ' s coll ea&1.1es is no t .
17 

Lilcer t suggests that 

the human relati ons approach bas as its greatest s trength vie'>1-

i ~ motivation as a broad - based concept, rather that the restric­

t ive c oncept ( motivation = money) of the s cientific , adr.1inistra­

t ive manager.ient schools of thought. Human relatior.s r esearcl has 

gained understandinr and insight into : 1) the character 2r.d mng-

ni tude o:f the r.iotivational forces ··rhich control human l1ehavior in 

working s i tuations ; and 2 ) the manner in -r:11ch these for ces can be 

used so that they rein:force ratr.er than conflict wi tr ench other. 

Li l:.ert goes on to suggest that the fundarrental p roblem is to c.e­

velop an organization and r.mnagement theory and relatecl super ­

visor y ano managerial r ractices for ooerating W'lder tnis theory , 

wt.id. mal"e use of the scientific ,Janagenert concerts \:!tile uti­

li::ir..i; the major motiv..,tional forces \'1ltich influence hUCJan b e-



hav:..o,.. , e . & • , eco:ion:.ic motives ; eg o motives includi n.; des ire f or 

status , recogni ti.on and aprroval ; desire for nev; experiences ; and 

. . "" ·t 1 8 uesi re J.Or sccur1. :,'. 

_he human relations a;iproac:, , t:hen , e:nphasizes the ,:or lter as 

a "Oerson uho responds negative!:,.· to " being engineere , " \;l':o has 

motives and senti nents , and who responds t o different t ypes and 

closeness o:f supervision . 2urther, the hum-an relation~ tlieor:· 

defines the e::istence of an in:formal orp_anization and cleals with 

vai ables not ~ound in r a tional model s , e . f . sentiments , cliques , 

social controls via i nformal norms , status and status striving, 

anct so on. It i s clear t r.at human relations theorists re,rard 

these variables not as random deviations , but as ryatternec, ael:3.p­

tive resp:mses of human beings in rroblec1ati c situations. In this 

vie\'I , tt>e in!'ormal organization i s a srontar.eous an..! f unctiona l 

aevelopnent in complex organizations , permitting the Sjster.. to 

adapt and s urvi ve.
19 

Eler.ents of neoclassical theory: 

Cl~ssical theories of orcanizations e~pr~i ze orcer , r a ­

t ionality , structure , anci specialization. 1 .or eover , classical 

theory g enerally accej'.: ts t.1c "economic incentive::: . n.u:ian rela­

t:ion::; approach theory ge::ierall:; lUil ds upon claosical t:"'eo~• by 

modifj int and extending certain classical concepts . !.ot·:ever , 

the!'e is one basic change - human relationc t heory direct l y cLal­

lenges the econor.iic r.ian concept. In contrast to c l assical t heor y , 

human relations theory holds that every r erson is different; this 

view contrasts \•:it~ the horr.o,.er.ous, econor..ic man philosophy. Fur ­

t.1-ier accordifll: to human relati ons t heory , a nerson' s \•;orl' "'.roup 

and other s oci2.l factors are profoundly iI:1por tant. 

human relations t.~eory emphasizes differences a..~ong indivi­

dual s that are i gnored by classical theory. ClaGsical theor y sees 

tLe ·,;orker as r.iotivated almost solely be economic factors . '1 i e 

only s i gnificant r clationshi~ that a ~orker has in classical theory 

is \:ith his supervisor. This relationshir is s een as unemotional 
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and rational. ;\ny feelin.;:s likely ':101.:ld be en>resseo in a pater­

nalistic- dependency or autocratic-obedient relationshi~ . 

A finding of the human relati ons movement is ... each person 

is unique. Each is Lri nging to tJ,e joL situation certain atti­

tudes , beliefs , an<! ',Jays of life , as \•·ell as cer tain s'<ills, 

technical , social, and logical. In ter~s of nis previous ex­

peri ence , each per son has certain hopes and expecta:ci.onsot his jol 

. tuat · 20 si ion. 

t1notions and perce~tion are recognizec as important . The 

humal" situation and the "feelings" involvea are seen as possibly 

bei ng mor e important than the 11 facts 11
• 'l'he benefit of II j ust talk­

inJ;;" is recogrdzed. Furtl':er , the human situati on and ir.divi-

Jual feelings of the ·:;orl<er and not just his words are consia­

ercc... 'lhe "inner world" of the worker is vieved as i.mr:lortant as 

c::ternal r eality i n c.eterminillf, productivity . 

Thus , increases or decr eases in production are seen as rore 

.. eavily dependent upon the human relations at ,··ori-: than upon phy­

~ical anc. econoni c co nditions of v:ork. Per haps the caution that 

ph: sical and economi c f actors must be "satisfactory" shoul<.. be 

stated ; hWJar. r e l ations ~oYer::ent often appear to have been negli­

gent i n fai ling t o emohasize this point . ::everthel ess, the human 

rel ations moveme nt mn.1:es a clear contribution t y ,_ roviding a base 

from which a r.ml ti di mensional (individual and soci al :factors in 

adcition to econor i c ) theory of notivation can be constructed. 

':.lie earlier unidimensional (economic) model of n.oti vati on is se­

verelr discreai t e e.. 21 Debate bet-,•:een students of manarer.ie1.t and 

organizations and econor.usts conti nues unabated on thi s point. 

Since ma.n..v of the f i ndins;s anct concepts of the hUJ!lan rela­

tions am:.r oac. have be en intei;rated into the open systems aprroacl1 

to organizations , we shoud briefly revie•.-: this as our fir.al 

tneor~ of organi zation ar.d manage□ent. 

OPE!. SYSTE. S APPROACf. : 

Stein argues convincingly that given the co,ple:: inter"'ctions 
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r.et\··een ho'•! an individual i s in 1ucted i nto a.r organization, 

trainee! , assi cned, and manageu ; the interaction between ~1c 

formal or[;anization and the various i n:forrr.al groups which arise 

i~evi ta.bly vi thin it; t he disinteo-rat ive forces wLich f'ornal or­

ganizational mechanisms sti nulate among sub- grot..."!)S ; amt the in­

consistenci es t-thic h arise out of assumptions about man •. hich fit 

normo.l organizational logic but not the realities of ho\: he func­

tions - al l ~ive rise to a redefinition o f organizations alonp 

more c.ynamic lines than previously sug,("ested b;:' organizational 

th • t 22 
L t th tl .. eoris s . e us, en examine 1e constructs utilized in 

the onen systens ~odel of organizations, i . e . d)namic ; conmlex 

and organized ; op eh; and social and technical . 

An organization. as dynani.c : 

'fhough historically organizations ·•rere viewed a s static , 

more recent theori s ts and analysts of orcani.zations have argued 

for a more dynanic framewor·· within which to view orr-ani.::.a tion. 
23 

In addition to Shein quoted p reviously , . .t.llport states that social 

structures consis t of an inter- related set of even1;s whict. return 

Ul'.'On themselves to col:lplete and renew a cycle o!' activities . It 

is events rather than thini::rs which are structurec , so tr.at so­

ci al structure is a dynamic r a ther than a static concept. 

Expanding upon the concept of orr ani zations as being dyna­

r.:ic , .:itark\·:eatl~er and 1':.i.sch have conceotualized the life c~ cle 

.lyr.amics of health or6ani~ations . They believe that :1ealtn ser-

vice orr-ani zations not only are in constant evolution , influenceo 

b y and impacti ng on their environr.lent , but that they pro-:--re:;s 

tt.rou1:;h four stages or cyc les : 'rt1c search phase , tr.e success 

d • I 24 "'h rhase , the !)ureaucratic phase , an t he succession o -iase , • us , 

orQlilizations can be vie\··ed as d:-na.-:iic, evolving organizations 

that pass through va rious cyc les a nd even \i.t11in the succession 

stage possess ca~abilities ror regeneratior.. 



The orr,-anization as coT.?lex anc. or c<>nize1 

nei n states that an orgcnization i~ a rational coorM.ina­

tion of activities of a large number of people for the achieve­

ment of so~e cor..raon e;:plicit purose or ~oal tbrouLh a divisior. 

o:: laLor ano function and throu h a hierarct.y of ~uthori ty and 

re::;ponsii:.i li ... :·. • e .further pur- ort that (J1 or"'aniz-i;;io , uct 

be conceive ... o: as a sys ten ,.i, th r:iul tip le r urposes or functions 

tlta.t involve multiple interactions bct'::een the or1;anizatior, and 

its environr.ert ; that tr-c organization consists of r.1any sub-

s~ ste□c t l:ai; are ~n dyr.ar ic interaction •.ti .,h one another; that 

sub- s:~tcms are mutually ciepeudent end changes in one sub-

system are lH,elj, to ef1 ect tl.c behavior of other su..,- s~·ste-_. , 

t:.at t! e ori;anization exicts in a ciyna.r:tlc environr.ient -..,Jud con­

sists of other systems , some lar~er, ~ore sraller than the or­

ganiz;,tion; and that tl1cre are nul tip le linl-.s bet\leen tJ~e or-
. t' . . ~5 . . saniza ion ar.o its env1.roMent. atz anc- K2J1n pose a si :iilar 

defi nition stating that an or~anization is~ social device for ef­

ficiently accomnlishing throuc..., ..:rour means , sone ste1:ed purpose . 

' hey ·o on to suegest that all social syEtcr:::s cons i st of tr.e pat­

terned activities oi a nur.iber of individuals. These i tterned 

<>c .i\"i ties are conr, li::icnto.ry or inter-... e;iendent \·Ii t!. re~"'ect to 

ZO;';lO co:-imon outcor.te ; they are repeatetl , relatively enc'urinc ar.ri 

b . t· 21. ounue1.1. in ir..e :,in_ space . 

.P-:1 organization as O">en: 

Though the relations!ips betlleen or~nnizations and t!eir er.­

viron':lents are complex an< not yet well conceptualized, Shein ar­

et,es. t,•at ::. t is essent.ial to understs, d t;1e environncnt ·.:i thin 

i,hich orraniz:::itionJ e:-:L,t , particularly as tlie environment be-

cones increasinel:, wistable. 
27 

In looldn.r.; at ::;ocial oreani:::a­

tions, at::: and Kahn state that they are flagra.1tly o en syc;te10s in 

that the inr,ut of ener&ien and the co version o!' out;:,ut into fur­

ther ener"'ic input consists of tran::.act:ions bet\/een the or aniza-



tion anc:. i ts environr.,cnt. They sugp-est that ~11 social syster ,s , 

including organizations , consist of patternco activiti es of a 

nu.~ber of individuals and that the stability of these activities 

can b e examined in rel ation to t his energic input i nto the system , 

the transforr.iation of energies within the systerr , and tre re-

sul ti!l£ product or enereic output. 

'.notl:er tri ad is suggesteC: i n Uce ' s op en s,·stems mooel of 

organizations . Rice states that any ori::-ar:ization "inpor ts" vari­

ous things froc i ts environr.:ien t , utilizes these i r.iports in sor.1e 

!:ind of convers ion process , and then 11exoorts 11 products ·rhich have 
2(., 

resulted from the conversion p rocess . Bice vould neco to agree 

::i th :~at::: ana :·ahn that most organizations oroduce something that 

is exportable and meets s ome environnental deman ds . 

The organization as social and technical : 

1: hen one a ccepts that organizations in general are open to 

their environr.ient , then a variety of social and technical issuez 

come to t h e 1:orce. The concept of a s ocio- technical system ~·as 

developed by '?rist ,.-,ho sumests that any proructi ve organiza cion 

i s a combination o=' technolog:,· (e . g ., tasks , facilities , equip ­

,1ent) anc f social f"yste"" (relation.ships anon& those \'1:10 :iust rer ­

f orm the job) . 2') r ist further a r gues that the teer nolot:.~ anc' so­

cial s.,·stem are :.n r.utual i ;teraction wi tb eac J-, other anc that 

~,.. determines the o the,. . Consequently, the organization mu.st 

deal \Ii tr, ..,. ..i.ernands ano constraints i r.posed by the e1JVironment 

on :ra\•· r::atcrial ~ , r.mncJ and consur:ier wishes , l.,ut crust also deal 

1.·,i.t!"! ti"!e e1~r,ections, v_l., _,,, ancl nor::is of the ~eor,le •··ho r.tust or er­

ate the ···or'· orr.:anizatio . 

A sor.te•:nat .. o,.-e di.:'ferentiated model i s r roposed b:· i .omani:: 

\·1ho specifies a three .,art environr:ient , i . e . the pr,:•f"ical environ­

oent , (e . i; . , the terrain , cli ,ate anc.. la::-out) ; a cultural envi­

ronr.,ent (e . g . norms , values enc reals) ; and a techr.olo,..ical en­

vironment (e. g . the state of l:no··:ledge and technologv "'Vailable 

&-- • ta t) 30 ·i to .. -- ..... to the svsten to per.1.orr., 1. ts s.. . e "'Oes on 01.:!:.:er1n1,1.-
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ate bet\-1een the externa l syr.;te::i , i.e. the combination of activi­

ties , interactions , and sentir,,ents w"lich ;ire prir.iarily determined 

by the cnvironnent, and the internal s:,stem which i s a pattern 

arisir>.J; out of increasing interaction , ne,·: sentinents, ne,·• nor;;is , 

and shared ..:ranes of re::erence which generate ne\/ activities not 

opecifiea by the external environment. 'lhe internal and external 

s:;ster.1 and the enYironment are mutuallj· depen~ent and just as 

changes in the environ.11ent will produce changes in the .:'or:,al and 

inforr.ia l ,-:orl: orr;ar.i:zation , so the norns and activities developed 

in .:!'le internal system will eventually a lter the physica l , tech­

nical a.od cultural environnent. 

Tne open systems aprroach , t r en , recognizes that an orf ani­

zation i s a dynamic , complex , ancl organized system, composea of 

sub- systems t hat interact Hi.th each other anci with their environ­

ment. 'l'he system imports things from its environment, e . g . mate­

rials anti personnel , an~ through a conversion process , produces 

and exports goods anc:/or services . 'fhe system operates under in­

ternal controls such as standards and criteria and e:,:ternal con­

straints such as consUJT1er \.'ishes and the sociopoli ti cal climate. 

Syster.s are social and technical by nature and must tal~e into ac­

count cultural norms , ex~ectations, and senti ments of emplo~ees , 

as uell as the interplay between the technolog.} anu the soci al 

system. 

This , tLen, concluaes our revie\-1 of the evoluti on o f organi ­

zation and management theory ; it i s appropriate at this point to 

examine the impact of these theories on management practice. 
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As demonstrated in the or ecedi n£ section, theories of" or­

ganization and nanagement - fron scientific ~anagement to the hu­

"'an relations and open systems r:1odels - reflect a v:ide and vary­

ing scope of philo sopl.ical thought about the nature o:f 11ar , 

Gociological thouc:ht about economic order ana social oehavior, 

and ~sycholo~ical thought about individual needs anc motiv~­

tions, In this section of the "'a11er , let us go on to exar,.ir.e 

the influence of these theories of' organization on mane"ement 

assumntions , management models , ~nd leaGership styles. f i rst , 

we will brie:fl~· review f..cGre~or ' s theory X and theor:1 y since 

they reflect manafement assumptions , anc: then ,··e will look at 

the -,anagement -:i.odels and Jeaoership styles which are based on 

these assumptions . 

THEORY X: ·rm: TP..ALI'rIONAL VIE. OF DiflEC'rION AND CON'IrlOL : 

As l ,cGreror sugr-ests , behind every manageri al decisi on or 

action are assUMptions about human nature and rLm:an bel-tavior. 

He purrorts that three specific assUIT\ptions are ~ervasive , 

implicit in much of the organization literature , an~ are evi­

dent in current manarerial poli cy and p r active. 

l't,ese assumr-tions , tl.eor y X, are : 

1. 'I'l'le average human being has an inherent <iisli1:c of 
wor1.,, and wi 11 avoic it if he can; 

2 . T"?ecause of this h.n,an cLaracteristic disli ke of worl· , 
~ost peo. le mcst be coerced, controlled, directed, 
threatened 1,•i th puni sr.ment to get them to rut fortr 
aoecuate effort tot-.ard the achievemer:t of orf'laniza­
t ioral objectives ; and 

3 . ':'t.e ave r age human beinI; prefers ,:;o be clirectea , 
wis!.es to avoid responsibility , has relatively little 
arnbi tion , \•,-ants securi ty . 31 

These views are r eadily apparent in early scrools of or..,.ani-

zation an~ ~anag~~ent theory (scientific , Lureaucratic anv ad­

mnistr ati\·e mane~ enent) as we have seen in t!-.e oreceding sec­

tion o.;.- this paper. T' ese theories acco rding to 1, cGrepor if-

nore the nature o:f the \'iOrker and the nature of hur:iar, moti \"ation. 

r:onetheless , if an administr ator or mana!::er or erates under theory 
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:, , the managerial style reflects these assumptions. Jnder 

treory 7 , .,ana.(;enent emphasis i s p l aced on s uch factors as pow­

er, authority, security , monetary re,·:ard , and control. ti.o ever , 

r.cCregor ::;ugp.;ests that the philosophy of management b~· direc­

.;ion and control - rer;ardless o:f ·,1hi ther it i s har or soft -

is inadequate because t be hunan needs on which this appro::>ch 

relics are relatively unimportc:.nt motivators of behavior in ollr 

society today . 32 Consequently , VicGrep:or suggests that organi­

zation and mar.a;;enent behavior based on theory ; must forl'.ulate 

a ci.if:'erent framework within uhicn to view man and his needs 

in the organizational structure. ::cCr egor ' s ans\ier is theory Y. 

THEORY Y: TU:::.: L"'TEG!J\':'IO!. OF GOALS : 

Although 11cCregor recogrizes that curing the last sever al 

decades the human side of enterprise has be come a pre-occupation 

of management (e . p . , i mprovemer.t in r,rog.._rans , p o l icies a."lt.. pr a c ­

tices) , h e contends t hat these i11prove1"ents have been nade \•lith­

out changing t he funciamental theory o f ma.nagenent - treory X. 

rte r o e s on to s u .,;gest that the nrogress and tactical possibili­

t ies within conventional managemert strategies have been oretty 

cor.ipletel~• exploited ,md tr.at s i i;r•..if i cant new developments will 
33 

not be f ort11comi ng without major modifications in theory. 

As an alternative to the assumptions of theor y X, cGregor 

roposes assUJTl!)tions about human be:iavior and rotivation reger­

r£:d to as theory Y: 

1 . The eJ:pendi ture of ph~ s ical and mental effort i l" 

wor: is as natural as p l a:~ or rest. 'lhe avera,...e 
bl.ll:lan bei ng c.oes not i nherently dislike ,::or ): . 
"'epending upon controllatle conditions , wor ! ma;:; 
be a s011rce o satisfaction (an. will be volun­
taril; pcrforn,ed) or a s ource of punishnent (an ::1 
\-Jill b e avoi ded if possible) ; 

2 . E::-·ternal control ana the tr.reat of punishment are 
not tbe only n-eans for brinu'"'ing about effort to­
ward orcanizational objectives . i.an will excer­
cise seif- direction and self- control in the ser-
vice of objectives to which he is comr:d tte ~. 
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3 . Co~raitrcnt to ol,ectivcs i s a function of the re­

\1arc' .. ~ssociate • ith t~eir aci.:ie'\Je:--cnt . The ciost 
Gi nificant o ~ s 1ch rewar ... s , e . g . the sa.:isfaction 
of e~o anc s elf-actualization need5 , can be direct 
oroL ucts o. effort directed tov,ard organizational 
objectivec ; 

4 . Lt. avera e Luman Leini; learns , under 'roper con~i­
tions , not onlJ to accc l: but seeK resr:-onsil i lit, . 
o voi Janee o-:- rc ... ~onsiLi li ty , lacJ· of .r. l i t.!.01, , an 
er nasis of seci..ri ty .:.re generally consequ.e.,ce ... of 
exi erience , not inherent hurnan characteristics . 

5 . .1.he capacit:· to exercise a relativelt higi degree of 
i r.e.._ ination, ingenuity , ana creativi t.,· in thE:: .:.olu­
tiot. of orraniz.ational pro~lcrs is \,ic.ely , not 112r­
ro ,l · , ci~tributel in t:e po ulation. 

6 . tnacr the conaitions o~ ~oJer- industrial l~:c , the 
intellectual pot~ntialities o~ t~~ ~verage h ,an e­
ing are only partiall!' L·tilizcd . ..,..,. 

. ci..re o .... asserts , ano lo&icall~ so , that the assl.4-::;ptions or theor:; 

Y have very different i mplications .:ror managerial strateg:1 and 

behavior that ~o those o: t ,eor,. " • 'lr.eory Y nssu':1}'." ➔ ions arc 

cl:,'Tlar:iic r ather tr.on static , incicn.ting the nossibili t=, 01· hu11an 

o-o•-th and develonr.~nt , an str~ssing the necc~zit-J for selec-

"ti ve ~~aptation rathe~ +ruin for a sir..gle absolute for. of cor.-

trol . ore ir.rortantly, theor:· Y !'Oints out the :fact thct the 

lit".i s on hur.0 n collaborntion in 't.t1e orbcr.i:;:;ational ~c>tti,.g 

are no~ limit~ of hLlr.lan nature but o~ management ' s abili ty to 

iscover ~ o· . 
.._J5 

,._..o realize the ro4:en .. ial of its hur..nn re.,oirr-ce . 

. herea~ i;i central principle in theory X is the scaler prin­

ci~le , i . e . w.rection enu con.:rol throw..h t.~c exer cise of au­

thori ,;y , the central princi;--le in theor:, Y is that of im;enra­

i.::..on , i . e . tl.e creation o~ con .itions Su.ct that the n:ur.bers of 

the or ani:.:r 1-ion can acr ieve their on1 1.oals i: eGt by directillB 

their efforts to· •u-<1 the success of the enter- rise. • ou h con-

cent of inte'ra~ion and self- control arc foreign to out thiru:ir.g 

about the cr.ployment relotionsl ip . t:1esc concepts irml· thet the 

-,r<TcU1i:;:;a-cion vill be :.:ore eff'ecti ve in ... chievir.g it e cono:nic 

o· ~ectivcG if ~i ~nificant adjustncnte are maac to~ t~ te needs 

~'10 oals of its me. ,Ler~ . ~ 

Given these two defrercnt orientations nnd assurnntions 
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Ou ~LS OF ORGAi'iIZATIOHAL DEU1VIOR RELATE TO SELEC':'ED POPl'LAR 
IDEAS Ofx TiiE SUBJECT 

Depen( .s on : 

anagerial 
orienta­
tion: 

Erployee 
orienta­
tion : 

E. '7"') loyee 
-~rc!lolorri­

Cf' 1 result : 

... .....,lo: ee 
neeJs r.:et : 

Perfor::ia.-ce 
res-.tl t : 

Belation to 
other i deas: 

c1regor 1 s 
t• eories : 

AiJTOCRATIC 

i uthori t:r 

Obe "'ience 

Jependence 
on boss 

Subsis­
tence 

in.imu."?I 

Theory .ii. 

Cl:STODIAL 

Eco:1or,iic 
resources 

,:oney 

Security 

Cepenlience 
on o!'gruri.­
zati on 

;.ainte­
nance 

Passive 
coopera­
tion 

Theory X 

SUPPORTIVE 

Leac.ersrip 

Support 

Job per­
forrrance 

Parti ci:--a­
tion 

. ..iJ:""her­
oroer 

Awakened 
arives 

Theory Y 

COLLEGIP.L 

Pnrtner­
stip 

Tcairwor1 

Resnom:.i­
bili t;· 

Self­
discipline 

Self- ac­
tualiza­
tion 

.. 01ce en­
thusiasm 

':'heor y Y 

:'ram: Davis, '"ei th . Hunan F.ehavi or at \:.or K . r.ew Yor~· : 

, .c rat:- ."ii.11 , 197 ~ , f ror.1 pa,o-es 96 and 342. 
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.-:ioou-;; ,1or l:ers , i.e. , theory X and theory Y, let us go on to loo .. 

st tl,eir inmlic~tions for management models and leatiership st:·les . 

rt . J\GEliEIIT rIODELS : 

1 avis , 1:ei th {as illust-rated i n f i gure 1) su("-.ests four man­

a['ement models . The autocratic nodel deriends on ro•· ·er , uses 

thr eat , and produces neNative motivati on. Untler autocratic conc.i­

t ions , the employee orientation i s oueoience to a boss who has 

the po\"er to :rire and fire and uoon ,·hora employees are ue:1e,ldent 

for clirection. f a.napenent orientatio;1 i s that e!71f'loyees obey 

orders . Davis goes on to suggest that ti i s leadershi r style pro­

duces only moder ate results at h i h human costs . ..:J
7 

In an atte1 ,nt by emr-lo;ers to develop er:;-loyee sati sfac­

tions and securi ty - and perhaps more ~rooucti vi ty - the custo­

dial model o~ Ji1ana£,ement evol vcd to i mnrove employee conditions 

anci proviae f r i nge benef i ts . The custodial appr oaci, cie~ends on 

eco11or.dc resources to ::;:rovicle tl ese 1 ene:fi ts and nrovicles some 

degree of seci..ri ty as a notivation factor . iionetheless , Lavis 

suggests that thi s model engenders passive cooperation from em­

plo~ees but does not proVide sufficient motivation for i ncreased 
. . . 38 proauct1v1.ty. 

rJ·ai le the eutocr atic and custodial models are baseu on 

theory X assumptions , the sunporti ve and collerial ~odels are 

basec. on theory Y. The supnortive i;:odel is founded on Likert ' s 

nrorosition that " The leauership anc:. ot},er nr ocesse s of the 

or,.,.anization roust re such as to ensure a ma;:irmm proLal>ili t:• 

that in all interactions and all relationshirs \:i thin the organi­

~ation each mei ber \'ill , in tl1e l i git of his 1)aci<grounll , values , 

and e::-:r-ectations , vie\•· the e;;perience as suprorti ve and one \·!hlch 

builds anc maintains his sense of persona l wortt. and ir.i~ortance.
1139 

'!he sup"ortive model depenus on leadership rattler than r:,o\1er or 

money; manage~ent orient,,tion is to s...mrort the employee ' s job 

-erforr.anct: wi ,:., tt.e ps~ cl ological result beil1£ ::·eelin,cs of par-

ticipation anrl tasl~ i nvolvenent in the organization. The mena._.cr • s 



role is one of helring enployees solve their problems and uc­

corn;'lis .. their ·,mrl" rcoul tin.; in higher procuctivi ty and job 

L• -f ti 40 ( ~ • 1) oa~is ac on. uCe L1~ure 

!"inall:i, , r a vis , .,...ror,oses the coll et ial mo-el for dealing 

,ii th scientific and orofessional cl:'IDlo:rees . The collegial model 

is ap:--licable in s ituations in '.·.rhic 1 t iiere is unrrogramced ·.·or\., 

an i ntellectual envi_ronr .. ent, and relative j oL autonon:; . The 

collerrial rao del derencis on mana e--ents ' Luiltli ng a feeling 01 

~artnershi ~ arong participants co tha~ t~ey ~eel o s enoe of con­

t ribution and respons i bility to the or~anization ; managerial 

orientatio!'l i s to\·:ard tean••;orl . The ::tanager ' s role is one 01 

bein~ " coach" and creatir.g an environment i n whic!l employees 

feel s o:ne oe"".:ree of f ulfillment ar.d enthusi asm in joq p er::'or-
41 

r.1ance . 

. \s demonstrated aLove , or½anizationel theory r rovides as­

sur:rrtions about \~'Orl.crs , ano these asswrr"tions are r eflected in 

nana.~e~ent models , in turn nanai;;enent ~o dels are transl~te d i n­

to leadersr.ip styles . Let us go on, then, to briefly examine 

some theories of leatersLi- . 

LEADERBHIP STYLES : 

\fuile earlier theories of' lea 1ershi p i'ocusec on " traits" of 

leaders or "exchange theories. " Tr.ese aporoaches did not nro-

vi<le an ade c_ua te over- all view or leadershi p . I n t he later 196Ct ' s , 

fred r iedler develop ed a technique to measure leaders.a~ .tyle 

and nropo se d t\•,'O leadersl.ir mo.:els : l) the human relati ons or 

"lenient" sty le \·1lu.ch is ai:::socia ted •,·ri th the leuder who coes not 

di scern a great deal of uiffereoce between t: .e most anc. least pre 

1errec co- t:ori.ers or \ ho l;i ves a relative l:,• favorable L1escri ,...tion 

o f the least prefe.,..red co- ·,•t'Orker , and 2) t.1e task- dirccteo or 

"bard- nosed" style \lbich is associateL1 ~•i th the lea 'er ~•1 io ..,er-

cei ves a great oLfference l'etween the most and least p r eferred co-
42 

,·:orl.er • 

.. f ter considerable testinr , ,-,o•,,ever , :'iedler deci c:ed that 
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there \:as no si"n"lc relationship between leadershi- -tj le and 

&."'Ou perfor~'lcc ar.d concluded tl at nore attention hat. to 'he 

ive,, to si..._u,.,tio,~"'l variables. . c developed a cont.i.'ccnc~ r,o ... el 

o::' lc;::.c.erahiT" thct considered yoth lcadershin st~·le and the ~ol­

lo•. i ng si tuatioP· l varia½les : 1) the lea er- ,..er 1- er rclatior,.;!,.:.p , 

\thict i ... the .ost cri ti.c::?.l variable in ceternins- the situation' s 

f· vorab:lene ~s ; 2) the <iegree oi" task structure, \-:lri.ch is the 3ec­

on . rno::.t i~ ortant inpt:t into tr•e L vorableness o: the si +ua­

~ion ; nd 3) the leader ' s ositio n of ~ower obtaine· tt.rou h for­

r:io.l ~uthori t.} , \'hich is tl,c tbi ro most critical tlir:,cnsion of the 

situatio1 . ~ 

:.ore recently the "path £oal" leade:-ship tl.cory has cor.ie to 

the force . Ceor c-e Poulo::, and his colleaguen have l oo ed ut the 

i r., act that leader behavior l,a s on suborainate r.iotivation, ... ~ti s ­

faction , and perfornance. ihey $l.l£ZCSt four major 'bJPCS or 

styles o .. leader sr,i n behavior : 1) directiv e leadership - sir ilar 

to the authori tru-ian leac.er , subordinates , now exact!:· t.hat is 

e;"ecte :1 of ther, , 3Peci fic direction~ arc gi ven by the lea er , 

and tl"ere is no r,artici "'a .. ion by st..' or,.:inates ; f ) Strr"or~..i •re 

lcaaership - tt.c leader i::; ""riendl.!, r:ir. .. e.ppro-ic':a le t""nd ""• o,·~ 

enlline human concern for ~uiorc.ina~es ; ~) pnrtici~utive lender­

~-•· - the leader asks :for t>nc uses su5r-estions :from sul: ordir.::ites 

llut still r:ia.:es the aecisions ; am1 4) achievement - oricrted lca­

der::;!.up - ti ,e ler <1er s ets cta.llcn im;; go~ l!> "or sul oruiru:. ten and 

she, s con:fidence in the!:" to ar'-...ai r oals anc ~ erfor ... well. 
. -

1. he path goal tl.eor~ suegest3 that vnri ous leadership ., l.-yles 

can te used by the sar.:e ler er in di fferer " si tcutiorn: ; .... ·o 

situational factors \•·J.J.c!. b:.ve 'een ic.lenti..'.'iec1 -t this oint in 

t.~e theory are: l) the personal c aractcristic::; o~ subordinates , 

a.nc ) t.he cnvirornentz.l p ressure~; unc. ue:. ands f·.c .:.. r. subordi­

nates. 1'hu. , con~innent upon the situati on.: 1 factor"" . 1.he leader 

utili::es one of' -che four leadership style. in or< er .. o r:otivate 
45 

su .. ordinates a.'"ld engender zatis~action anc erformance . 

Final!~-. in re[ard to leadership s~•les , ... il:crt ::.u~ests 

four s~•stc ... of or anizational leadership . These arc illustrated 
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structi ve 
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Source : Acap-ced from Lil-:ert , :'.ensis. '?he Hunan Organization. 
New ' or ~: ... c&raw- i.!.i 11 _ook Conr an:1 , 19u7 Page ll • 
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in fir ure 2 . ::::riefly, the r:,a.m..her ·.,ho oneratcs under a syste., 1 

approach is ver~• autJ-.ori tarian a.Pu actt121ly trie~ to exp loit 

s ubordinate!" . :''"le systen 2 manarer is also au'-hori tarian but 

in r-aternalistic manner ; h e l~eeps strict control and never c.ele­

:::tes to subordinctes "in t heir o•,•m t:est interests . 11 'l'he system 

3 rnana&er uses a consul.:.. ti ve style , a..,ldnr fo r am, receiving par­

ticipation ::ron su!lordinates but r:iaintaininr- the ri['ht to make the 

final aecisior.. The s1•ste!T' 4 manaper use3 a de~ocratic style , 

ivine sol:'e direction to subor..::inates but proVidinr for total 

t . . t · d • . ,. • • t 4 C ( ;-ar !.C1!)a ion anQ ecision O;/ conser.sus an ... ma.Jori ~' . u ee 

i'izure 2) 

Inherent in tie r>r ececiinr: discussion of organizational theory, 

man~ ement orientation r,oc'els , and leaaers!-.i-o styles i s a central 

issue, i. e . , the noti va tion of 1·ror l.ers in order to accoir: 1.:. s!. 

organizational goals and ma:d.r:ti.;e ""lrociuctivi ty. 

Clearly, traditional theory , manar;emcnt ~odels and leader­

shir styles i:,aseG on theory;, i gnored, misinterpreted, or siir.­

:,lif'ied motivationaJ. factors . J ouever , i::orc recent r:ianager.ent 

:to ne ls a na leadership ·JaLterns are based on theor:; Y assumptio ns , 

look carefully at t-:orl:er motivation , and hav e stimulatec.i consi­

c.er able study in this area. Let 'JS , then, comple-te our progres­

sion by reviewing sore of the theories of mo t i ,.·ation . 

PA.l.T l - S£CTIDr: C: HOTI\'ATIONAL P ROCESS 

LO'.i'IV/\'!'ION: 

1 acl,;erol4"1d - .. otivution , a comp:i.ex concept , is de:fined be 
. 47 Berelson, ano Stei ner , as :follows, " a motive i s an inner state 

that energizes , activates, or roves , and that direct s or channels 

behavior towara ~oals. 11 Lutt.ans A.t states that the Le.· to under­

standing moti vation lies in the meani ng and relatio:-iship bet;·een 

ocans , drives and roals ; he illustrates the -otivation process 

as fol l o\/s : 

(:e,-,:::-i vation) 
. I\""";~-------------·'3QAL~ 

( I e"'ri vation wi tL direction) C e .... uction 
o" drives) 
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:e oes on to suzgest that the f ollo,·'inr mar-ram illustrates the 

tt eoretical aevelop-:ient o-<' wor1• 'TIOtivatior. : 
49 

Sc-1cn11rir ,\ l;J.nJ~1:ru,·n t 
W:lj!t.' t rl l'('ll I l \"\,' ,i; 

llum:rn H.1.•brum, 
rcnnt1 11 11l . , 1..·'-·11r11 v , 

n uultt1tt11, 

I 
M;.slow 

h1cr;1rch,· •H' nc-.:ds 

i 
llw71Jn g 

1no 1,\' , f1n, h~r•v,h.· 
l :tClnr, 

l c n 111 :.nJ 1 ul n,~n 
C \ rt.•t IJ fh )' l 'lHIU' H I, 

I 
Vru,1m 

'-'JJcnrl.' 't.· , prc ,~ntv 
I • 

PHrh·r l nd l.:1,,lrr 
r,c1 I nr111,1n ,; ,••"Jf 11;-r;u.-11o n 

I 
l_,_3,\Jcr 

I ... p ,UHi I' ·l') c~pc,·1,m i..·11..· , 

I 

f c, IH1fl'.'r :rntl Jlnm:Ul\ 
C'O!?Jtl l 11,11.• ,ii," ,u.11u t:/,' \\"hJnf \! 

I 
A 1IJn1, 
c11111r,· 

anc: co· paring b-.'O content models : r aslov: ' s hierarch} of' needs 

ano. . terzt er& 1 s t,,;o factor tl.eory. Accord.in& to ?f.aslo, , V. sic 

needs arc or2ani.zed as follo\rs : 1) physiological r.eem; , e . rr. 

noireos.;asis , ~1u.nger , tr1irst , ets. ; 2) safet3, needs , e . .r; . the need 

to have a relatively safe , preoicteble , orpanized world ; 3) be­

longin ness an~ love needs , e . ~ . the need for affectionat e rela­

tions! tips \;i th _ eople, f'or a place in a group ; 4) esteem neeus , 

b • .:, . tr.e . eed for self- respect and the respect of' ot! crs , as well 

as the need for confiaence , inder·endenca , prestige , and recogni­

t ion ; a.1d 5) sel! - actu.:.l i zation nee ls , e . g . ti e nee an•1 aesire 

of a ~an for self- ful.4'ill"le11t , nanel~ , the tendenc,· for an i nili­

virJual to l,eco.re actualized in what he has -otential in , oo become 
. . bl f '- • SO ever ~tLi ng .. c is cape e o ueco~i,nr: . 

~>:tendir,r tl e ,:or' of , .aslow, i;erzterg developed a s, ecific 

content tr.eory of 1•·or: r.otivation :,rno\m as the two fe..ctor theor:r 

o• motivation. e concluc.ea fror his study that jot satisfiers 

··1ere related to job content and job dissatisfiers ·,,ere a llied to 

jot conter.t. 1:erzber g labelle. satis:fiers as motiv.-tor-, ; 
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ciis~atisf'ier s 1.••cre labelled hygiene :factor s (or naintenar..ce fac­

tors) . 'lhe .. aslO\: and Herzber nodels e2n te illustrat.e..i as s·10·.:n 
. 51 52 

in fi.zure :. . As Davis and Luthans su& est, :1erzL>er.1;: 1 s theory 

is clo~ely relatea to Laslo\·: ' s need hierarchy. The hy...,iene or 

caintenance factors are preventive and environmentel iP nature and 

o.re rou .hly eoUivaler.t to .:aslow' s 101.Jer level nee..:s . Or,ly the 

motivational factors notivate hur.ians on tLe job ; t .. ese are rou...,hly 

et-_uivalent to .aslow' s hiclLer level neec..s . 1hus accorc..in.:; to 

i crzter6 , an iodi vi dual must have a j o o 1•.'i th a challenging con1.ent 

in oraer to be truly motivate~. {~ee I'i~ure 3 ) 

'.1.'houi:;'.h i :as low ' s anr "er:.berg ' s 11r~ctor or content" treo?"ies 

a:-e relatively easj to understand and for '"'lal1al;;el:lent -;;o apnl:· , 

nonetheless rcsearcrers found that they are too simplistic for so 

cor.,plex a concept. _o:!'sequentl: , theorists • .'ent on to ·evclo:-, 

''r rocess" tt.eories of ··ork motiva'tion \'hicr. exar.iinet.. su:l1 factors 

as e:ffort , sati sfaction, rewaru , and performance - anc.. the rele­

tionships between these varia:...les . (See fit,.ure .;)} ...,:--iou~h these 

core recent models of ~otivation do ~ot yet le~d the~selvcs to 

ap licatio~ by manager , nonet:eless they ~re i mportant and a re­

vie\·.r of notivational ti cory woulo not be complete \·:ithout then. 

'i'hus , let UG begin a brief review o.f T'rocess tl" eories beginning 

ei th the e:..11ectanc.r ::;odels .,.,itich have '"ade a signi f i cant contri­

hution to unoerstancung the cognitive orocesses involveo. in \•1or;: 

r::otivation . 

PROCESS THEORIES OF ?!OTIVi.TIO! 

'The e;q,ectanc:' theor'' of r.ioti va tion developed by Victor 

roo:-:i in l9u.c, has its roots in tre pioneering of cognitive con­

cepts bJ· Le\:Jin ana Tolr. - . Vroon ' s theory has oecor.'.e t1 c n ost 

\,;idely acce,ted exnlanation of ·.1orl: notivation e.'10 serves c.s the 

t. eoretical founcatior. for the 1·esearc· on performance - satis­

fE. ction. The ~odel i~ l: ilt a.:."Ound tbe conce ts of valence, ex­

pectc.ncy an.:: outcor.es , 'Ji'th the brsic a:::~:;un.,ption bein[. that 

11c hoices r.:aae by a oerson among alternative cote'ses of action 



2 

FIOURr: 3 

1 .asloi ' s 
need priority r•ouel 

Se l:- actualization 
•n~ fulfi llnent ,-4 

111 
t: OJ 
0 ~ 

•..-i 0 .µ +' 
""tee;n ana status 0 

> r.: 
-rl .., .... 
0 
~ 

clor int 
ant. sor.ial neens 

ll) 

~1ety ana 
security 

0 llJ 
c:: s.. 
Ill .s ;:; 
C!) 0 

+> 11 - -•M 
Cl! 

, ~iolo._ ical -
neecs 

I erzberp ' s "\oti vation 
maintenance ~orel 

'ork its elf' 
,.cri evement 
f o~si bi 1 i -.:., of ,l'-rowth 

e_ ponsil ili t:, 

c1vancen.ent 
ecocni tion 
tatus 

In \.IT'ersonal relatior,s 
OU"' ervi..,ion 
pe€rc: 
sul ordinates . - ·-
t. crvision - 1:echm.c..,.I 

roe.par.:, policy 
ant administrati on 

Job securi.;:' 
orki nr-

con 1i tions 
~alary 
~er:a.onal life 

ror.' : ... avis , .. eit!-t ; Human LehavXor at' oc l<. , lie:.. 'er ' 

Hill , 1972. 

> 

. 
L 
T 



2 
ere related to ""s::•chological event.::. occurr ing contcmporar.eou::;ly 

53 
r.,i.th the behcvior. 11 In this nocel , • roar definc5 valence as the 

strcng,::I. o: an inc...i vi dual ' ::- r r eference for e p.:.rticul::!r outcor.e ; 

e;<""cctanc., is acfinca as tbc nrol- abili "bJ that a narticular e-"tort 

\fill lead to a fir ::.t level 0 1 tco-,e . In suramar·· , tis theor ., ,w--

cst~ tr.at the strength of tnc notivation to rer:'orm a certain ac ... 

1··ill depend 1.l')On tr.a alre· rnic aum of tre roduct"" of the ;;alences 

for t.e outcomes ti est c e;:pectancies . V:-oorn ' s model can be il­

lustrated as seen ir. fig...:re 4 . 

' '"· r,1111 J"'O"l·,, w i.: pr\.•l,•h·11t '-' 

JHIOIU! \'JI 11)11' OUh,Ulfh' \ 

Fo"·c ; L, ale net le 
n prclan,·y 

\ , 10•11 

.k lt•m11h,lh.0J l•v 
S'\'r1.\:1\ ,•,I 1•,uh.1t11l1lh,'' 
u, ,h l 11H1, h-..;1hth' ftl 

\ 'JI l\ 1U, tt\1 l \ '0111\.'\ 

'.:,; f \ · ' '"'"~ (" 
1,.11,,111.. flollt 

,Ji,,1 rr, 1.n lhutl ---

FICUJ:r; /, 

S,:con..t lc1·t:) 
ou1,omc1 

\ 

1·13n't ru.rec.;ion , ou.: _ t oca not. g:.. vc rr.anaeers muc "lr-acu ca 1 t1e1p 

in rolvin their r:otivatior.al pror1 e"'s , In addition , z...lthoueh 

nr. t:isfac tions r:iake an input into '.roor ' s car.cent o~ v~.:er~cc ar.c the 
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••"-"-'· 'C e '\,10r . 11 Ir. this .io-.el , efines valence as the 

.,trength of an inaividual ' s r r eforencc for e ... rtic·Jlar outcone ; 

e:(?ectanc) i defined an the ...,ro "li..ili tJ ti.at a particular e-":fort 

,iill lead to a fi r :::t level outco .. . In su.-;m:ar\ , his theor :· ;w-­

gests that the strength of the cot~vation to per~orm a certain act 

\'ill depend tmon the alE;cbraic sun of +}"e '"'ro"ucts of tl.e valences 

for the outcomes ti~es the e::oect..>uci es. Vroon ' s nodcl can be il-

lustrated os seen in figure L. . 

~IOUR ~ : 1•ro,. : Vroor;: , \ictor. \ ork anc .otivatior . 
.. o .n i lle~ .J ::,ans , Inc. , H,CL' . 

e\1 'tork : 

l lthou ii the Vroora mo ·e1 rccovnzed the comple::itics of ._ orl': 

r.:otivetion , it i::; relatively di:f'ficult to unc cr::.tand ar, ar~l . . 

...l us , f:-o;-, ':l. theo:-etical standpoint i -c secns to i-.e a step ir. t .. e 

right :irec tion, ut it ooes not give managers r.:uc. nractical help 

in ... olvin," tJ,eir r:1otivatior.al rrotle-s. I~ addition , r:ltho~ 

:::a~i~fac tiors r.iake en input into .roar. •~ co~cent o~ v :encc acd the 



outcor:es have -crfor.:iancc ir1r licati ons , it •::as not until orter and 

La·.1lcr re.,..L"lc-4 an ... e):tended '\roar. ' s r.:o.!cl that the relationship 

bct'.:ecn sa tis. actior, a:id -perior, iance ·.:a::; dealt :··i "':1. directly by a 
C 

otivation ro.;.e l. 
Por~er an~ ._.a\. ler be~ in ,d. th t· e prei'.llsc t.'iat noti vation does 

.atrer, "hey st. c ... 
not equal satisfaction ar. , or performance . 

tl at r.-.otivation , !;3.tis:"ac~ion n.'1 7>erfo!'.'llioI1Ce <".re all separc:ce 

vari ables and are rclntec.i in w:ferent \,ays than ·.;hat ,,o.s tradi-

... .ionall:• F.SBtu ed. 'lhc illustration on tllE. "ollo\lin('.'r pace , ,..i urc 

_, ae!"'icts the . or1:er - !..a', ·ler r 1 ~i variable r.:o ·e1 ar.d wie.ir con-

cep don of the cor:r le:: relatior .,tu s beti.:ecn .,oti va tion , p erforr.i-

. . 55 
ancc ano sat1~n,.ct1on. 

As demonstrated in t:.e mac.el , sauarcs 1 , ~ . and " arc :..asi­

cal l:· the V!'OOI:' ooua.ti or.. Ir:irortant1:· , bovevcr , Por-t"'I" and !...,. l er 

suggest that effort coe' 001. .ii recti:, lecd to . e.:-forr..ance , ratr er 

it is ~ediatcd by abilities , ~r ~its , anc rol e perceptions • • ur-

ther , the:· :-ro-::io::-e th,;,t after perfor::iruice, t .e re ··ards t.- ... fol­

low ~d ho" these req;.rds are pcrvei vc.i .:ill cctermine :-:J. .::i"' ~ac-

t ion. In other · ·or ... J , the Porter - ... aulcr -odcl sugeests that ner-

for .. .ance leads to sati sf-.c-...ion. 

Value nf 
,r ,.•rJ 

,\ lo l1 lh:, -I 

l \.· rt11rnM th.\" '
1 

! .h.1.P n111h .. tum:11tl 

l','h (IYC"J ~ 
effort •· ,~w.,rJ 

l"<'l•Jloolttr 
I 

___ _J 
Kulc rcn:c pUOth 

, 
Q 
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ou .. cones have ..,er,....or'"lancc ir.1]"' lications , it \:.ias not until orter and 

~e• lor re:ined and extended .room ' s moael that the rel~tionshin 

bet-,,een satisfaction and nerforL".ance ·.:as dealt ,-:i th di~ectly by a 

• • dlS/. oti.vetion mo e . 

Porter and La\·:lcr begin vi th the prer.tise that motivation does 

not eoual satisfaction and, or per.formance. qather , they sur e:s~ 

that motivation, satisfaction a.~d nerformance are all separate 

va:r-iables anc. :u-e related ~n ai'fferent uays ~mn what '.':as tr,.i "i-

tionally assuneG. he illustration on tbe .followinr- i:· 0 c , .fi ure 

b , re--icts t ,e :'orter - Lat-,ler multivariable moJel anc their con­

ception of the comnle;: relationshins be~·een n,otivation , nerform-

d . f . 55 ancc an sat1s action. 

As demonstrated in ti,e model , squares 1 , ~ . and 3 are basi­

c-a ll~· the '.'roon ecuation. Importantly , however , Porter and La:.:le r 

suz.gest tl,at effort docs not d irectl:• le..,d to :ierfornancc , rather 

it is mediatec ~Y abilities , .:rci.ts, anc role pcrcention~. , ur­

ther , the~ prcnose that a:fter perr~or:nEmce, the re ... :ards t.-:at fol-

low and how these re\':ards are ncrveive..i. ,,'ill eeterrr.ine satisfac­

t ior. . In other ,:ords , the ::'orter - Lat ler u:o ·e1 sug,:ests that rer­

=or:u~cc leacs to satisf~ction. 

Fror:i : ? o:-ter , Lynan anr Lat:ler , !:a,.:ard. L:1m:-rrerial Attitudes 
and ?erfor::iance. 1:ore·,·:ood : "icr.ard I. Ir,•;in , Inc . l9fa .. , 
Pa e 10= . 
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In contras t t o t he comp lex Porter - Lawler expect a ncy model , 

Smith and Cr anny propose t he mos t s i mp li s tic thr ee- way re lation­

shi p bet,·1een effort , sati sfaction and reward as il lustr ated in the 

f 11 . ct · 56 o owi ng i agr am . 

· Rewards 

t 
Perf ormance 

Efforts r i ntentions-i--------.,!;,o-Sati s facti ons 

As shown , each variable in t he corners of the t ria ngle has casua l 

effect s on t he others , either indi vi dually or in combi nation . 

Jiowever , a s in t he other e .. ectancy, models , the key to the rn i th 

and Cr a nny model lies i n the concept of effort ; perf ormance i s 

affecte d only by effort , no t by r e1:mrd or by sati s f a ction . Per ­

f ormance i s center ed i n the model a nd can inf luence r ewards and 

sat i sfactions , but can itself only be influenced by eff o r t or i n­

tention . Al thou ht e Smith and Cr anny model eff ect ivel rela tes 

the i mportant variab les of work r.1o t i va t i on and has pr a c t ica l i m­

p l i cations for management , Luthans
57 

contends t hat i t fall shont 

of t he t heoretica l goa l s of f ull unders t anding , predictio n , and 

control , Eowever , he r oes on t o s ugge s t t hat bot h t he cont ent and 

exp ectancy mode l s , as well as the equi t model to be consi dered 

next , are addi tions t o t he better under s t a ndi ng of v,or k mo t i va­

tion . 

The equi ty mode l as a t heory of work mo t i vati on i s attri ­

buted t o St a cy Adams ; t he theory contends t at a major inp ut i nto 

job perf ormance and sati sfac t ion i s t he degr ee of equi ty (or i n­

equi ty ) that p eop le percei ve in their work s i tuation . 

uti li z i no- the terui no l o ty 11person11to mean any i ndi v i dual fo r 

uhom equity or inequi ty exi s t s and "ot.er " t o mean any i ndi vi ­

dual with whom t he p erson i s i n a r e levant exchange relationshi p 

or wi th whom the person compar es hi mself , dams contends that 

" i nequi ty exi s t s f or the per son whenever he percei ves that the 
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r~1.ic o~ his outcor.es to inputs or.d tre r tio of the other ' s out-

comes to the otuer ' s it, uts are unequal." 

when: 

Inequity occurs 

Person ' c outco, es Other ' ::; outcoraes 

Person ' s inputs Other ' s inputs 

or 

Person •~ outcone~ 

Persor •~ inputs Other ' s input~ 

nnd equity occur::; ,.:hen: 

~erson ' c outcornes Other ' .,. outco:.,es 
= 

. erson ' ir:nuts Other ' n inpu,:;c; 

Both the irouts c.r1d the outputs of the person and tie other arc 

bazed on the person ' c uerccption~ input vnriables r.iight include 

eaucation , or[anizationnl ryo.:;i .. ~ior. , qualific.i..:;ion , how t.ard the 

person \.'Or .s , ._ tc . ; ot.1.cor.es • ·ouL. .. .include re· ·::.rds st.:cJ-, • s pa,:• , 

status , pro:--10tion, interest in tl.e jol , etc . In es~er.c ... , the 

r~tio i:- tasea upon the person' s "crc~ do .. of • hat the , ersor is 

i ving and 1"ccei Vi?'lfl versus the ratio 01- what tl.c relevcnt other 

ic gi vi. '7 and rece:. vinr::. If" the -ron ' s .. erccivec ratio is ,.ot 

ec-cal to the other ' s , e will strive to restore tbc ratio to 

eqci. ~ . This strivir. to restore e~1..i c. is , accor•J..ing t o Adru. s 

ri.lt.~ou h the equi t. thecr· 

fut3 eic icved rc~earcl validi t , it t,as no" .. : et r-.. ..... cLc- tr.e imoo'r­

tc.nt oal~ of preaictic~ an~ co~trcl for use b: human reso~c 
...,., 

r nnngers , and thuo , urther research and aeveloprr ent of • o .. i vu-

tional _ eor-ies and t\O el., is indicated. 

In ..,u;;:.r:i.ar: , through a literature ~evie• .. , v,e have traced the 

evolution of o ... ~ .izatio!lal ana r.ian;iee:ne11t theory and rev.:.e e 

t e asstr:iption~ about or' .ers inherent i nherer.t in these ~· eorie'" . 

c then proceeded to ~xa-~ne oanaec, ent practices by revie ing 
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1nanager.ient moaels ano lcaders1.in styles . : :iJ..ally \!e lool ed at a 

core concept in t!,e 1:1211a[e1 •ent i,rocess - rrotivation. ui~ramatical-

1~·, our progres ... ior. has been a- fo llo· s : 

Organization ana manage:nent theory 

t 
l.ssur..r tions aLout ·,orkers 

t 
::a.nagcnent r.1.odels 

I 
V 

Lea'ershiu st:, les 

t 
, .oti vation o f m.r lo• ees 
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PU! PO ... : OF T:IE RESEAP.CH: 

Whereas tratli t i onal orc:ranization and manarement n:odels uti­

lize a closed system , rroduction oriente<. ap road• ••1i th a ec, !an­

istic view of wor kers , more recent theories ana research or. the 

human relations and open syster:?s approaches to manar ement take 

into account the human needs , ,:alues , ano moti vation factors o,. 

e:,1010~ ees . r onetbeless , tracti tional manager ient app.roacr.es nay 

still be utilizec by health care nanagers an~ have ne~ative im­

pac~ in renard to achieving both organizational -oals ana im­

p loyee satis.facti on , The purpose of th.is study , then , is toe­

licit be.sic attitudes am: rr:actices of bealth care administra­

tore anci deoartment dir ectors i n regard to t he r.10.nare:nent theory , 

assUI:1ptions , ~odel s , leadership styles and notivational factors 

they utilize i n health care mar.agement. 

l E'i'HODOLOGY AIID POPULATION : 

~ ~ue~tionnair e (refer to appendix 1) was distributed to ac­

ministrators and oepartmeni: airectors at various hosoitalz and 

comr .. unity , e"'li:h centers in the St. Louis area and sm.ttern part 

or I llinois , o\erall , 49 questionnaires were tlistributeu ~~d 2 

,·:ere returnee.. . !he return r ate of 57/ is consiae.red to be ;:rood. 

'l'he nopulation :as variec.. all(, thought to be a good cross section 

of hospital and community heal th cem:::er mana<>erz . In the sa?ct'.'le 

pOl"'ulation, ho'1ever , tr e nur:iber of r.ospi tal ad11,ir.istrators heav­

ily outweighed 1:he number 01 health center administrator~ . 

J.liALYSI.., : 

'"'ata analysis will :follow anc will demonstrate if heal th care 

aGJT1inistrators and de~arbnent rea·s are : 

1 . basinG thejr m~-"lage~ent ~ractices on traditional or 
more recen~ ~~n:igenent tteor: ; 

2 . or era tin untler theory 'I or theo~ Y assu.r.1ptions a ­
boui. ·11or1.ers ; 



3 . 

. . 

5. 

35 

basinp tieir ranaeement technioues on traaitional 
(~utocratic/custodial) or More recent (de ocratic/ 
colle ial) mmagemer,t r.,odel.;; ; 
otili~ir tra i~ional {autocra ic/oirective) or ~o.e 
recent (dcmocratic/·nrticipative) leadership st-yle~ ; 
anr 

basing treir motivational tec:~niques on lo· ·er or 
hi her order neec.s of emrloyees . 

EESPOIIDEM' PROFILE : 

Of the 28 res~ondents , there a re 21 f r om hospitals and 7 

fron health centers, 12 of them are aaministr ators and 16 are oe­

partment c.irectors. 

Last etlucational level : 

Hirn sct-iool 3 
Associate oercrec 5 
Colle~e (egree 11 
Graduate de['ree 7 
Post 1 ·raouate der.ree 2 

On the job managemen .. trainiey: .07 
_....;2;;:.;6;:___..;:2;_ 

l :Ji 11.GE!IT:IIT TLEORY : 

Purpose : The first series of oucstions on tJ-e que.,.rtonnaire 

i s designe . to ueterr:une the organizational theories which aomin­

istrators and aerartment directors uti lize in their n::;.na..,err.ent 

practices , i . e . , • ·hether tl e: iiase their r ract i ce on treJ.ieion-

ul or r-icre recent organizational and manager.ent theory. 

Cues~ions: fuestions 1 , 3 , and 4 are basec on concepts of 

traoitional theorie5 : 

Question l 
Questi on 3 
Question 4 

'dministrative management 
Scientific management 
.ureaucra~ic manaLement 

Questions 2 , ~ are based on more recent organizational ana ~611-

a&ement theories : 
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Ques.:ion 2 - I uman r eh•tions r,ana,...er.ient 
Questi on" - npen systems ~enagernent 

Res~oPse~ : ~he over~ll responses to ~!is se~ies of ues­

tions cnn le illustrated ~s follo\'s : 

~ 1UESTIOI-. ,iU?IBER AND THEO"Y A{,F.Ei;- UI&AliI. t. 

-

'lUBS':ION 1 
/\LI ,l 1.;TRATIVE I:J'JIAGE:lEiIT 97</, 3 , 

C'Uf,. TTO., 2 
t Ui:J N FEl.AJ'IOI, I:ANAGEi I r11 441/ 56' 

QUESTTOh 3 
f::iCIEIITI!i'IC r .J\I,fl.GEm .. 1..-i 93S' 7, 

C1UESTior 4 
~UH't>UCf.lTir ,:.AIIAG . z: 1 67, 13¼ 

C"UESTIOtl 5 
OPEN ~YS'J'E1 'S !.At.AGE! ~lfi" 51/ 49"/, 

Conc l usion : The over\: .elrr.ing r.iajori ty of bot!~ adr::inistr a­

tor ano aepar"brent heads strongly f~vor traci tional nanar;ement 

co nee t~ , ,·1hi le being nlmost equally divided i n rerrard to the 

human relations anc' open syster.is a_ proacl1es to nanaf,ement. 

Last eoucational l evel for tl~o.:;e ,V"ho disagreed and a reed 

~i~h cuesti on 1 , 3 , a n d 4 : 

! GR.r.E DIS_ GiIBF. 

1J:C CLOOL 67/ 33/ 

' , OCIA TE 1..lEGREE 80'¾ 2(1, 

OLLEGB EGP..EE 9~ 1cr, 

l'"()'j 

P0'1 r DUATE DECTEE &7¾ 13 

O 'T'Tr JOB .:AHAGElIEI\:' P,\IN!IT r 92'i' % 
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Last educational level for tl10 .,e ,·:ho di sa reed and agreed 

·..rith question 2 , and 5 : 

i"-,: S<'~ool .....,:, 7 

• ssoci tc C rte 4 I ~,o,· 

vOllege de4 ree 116/ 65/ 

vracua+e degree 4Z/4 5G 

I ost ec?c uu~te 1001/ 0/ 

•n the job ::ianager.ent YES r.J 
tre:ining 8 9;( 11.· 

l :ANAGE E. ' ASSU P'1'IOI 

Pu.."11ose : ~he second series of questior.s is desie ned ro 

deter;;une if heal ti care acn.inistr ators and denartaent ail c­

tors o crate on tileo!"y X or theory Y assumptions about cmplo. ­

ees , i . e . ,mether they base their mana,::,ement 1 rac.;ice on t?"a­

diti on.al vie'.:s o-f the worvers or on "'ore recent assu.-tions 

about the nature o:f t:or ·crs ana tne integration of im .. ividual 

und organiz;,tional oals . 

uestions: 1 uestion 6 is baseo on theory Y assump­
tions ; r uestiont, 7 - nd 6 are based on the­
or:· Y essumptions . 

Respom,es : The overall res-ponses tc this ser ies 01· ques­

tions are illustrated as follo'.,s : 

'1ue!'ition number 
anc.,. <>ssumntion ,.gree .uis~ ree 

ruestion 6 
1'heory Y 81% 1~· 

rue::--tion 7 
Theory }'_ 'i 29 

'uru::t.._o ... 

heors 
, .J4 ]_ 

- _ 
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Conclusion : As dcmonstratec by the data , tr.con· X 0 ssurnp­

tions ( questions 7 and } ·ere ovcr,:helming a.__c:reed to ..,y the 

respondents \.: .1 ~ r"c .::r. ~~ f'or each theor-y ' s ·- question, a-11' 

also the wajori ty of resnonc.er:.ts agreed to the theorv Y <>~sumn­

tion. :i:n general , ho•,·,ever , from this oata it can be concluded 

t!..,.t admir.istrator s and department directors more often operate 

on theory X aSSIJJ'llJ tions . 

Last educational level for those who agreed or disagreed 

\.i th auestion 6 , 7 , a!ld L: 
I gree . isa!;ree 

,i J-. scl.ool ~'/ 6C,' 

/sscciate de.;ree 4~ 5Zl 

Colle .. e de,:ree 72: ~SC,' 

raduote C..CfTCe 95'; fl,~ 

- ost rradLate lv(ft 0/ 

Cr. the Job r:iaru c..et ent trair,ing -~ j ') 4~ 

L7/ 1 .. , ,, -

.. NACEEEI~T .ODE LS: 

Purpose: The tcir~ series or questions is designed to de­

terrdne the raa,nazenent models , health care adninistrators , anc 

nenartr.::ent air ectors ere utilizi ng in their ma.Jla8eoent '"'ractice , 

i. c . • ·hether tJ-ie_,- utilize more t r aditional models ( autocr2tic 

and custodial} or more r ecent motels ( surpor tive and colle­

gial }. 

<:,uestions : Question 9 - Colle~ial rncnel - "The \·'orker 
should vieN his relationsl•.ip wi tt Ids :::up­
perior as that of' a team member to a co2c • 11 

Question 10 - l\11tor.ratic mo el - "The ·or.:er 
shoulc.' vie\, ti~s major responsibility as a 
corn1 l:•in,; •.1i ~l or carr. in_ out the direc­
tions •· rovi •1::~ 'h.y war,at.er.ient. '' 
Oucs tion 11 - Custodial model - 1'The m?jor 
ex- ections a .;orker shoulC::. have of his er,-
o loycr are q fair s~lar'" , job security , au::. 

acleauate wor king conditions. " 



- uestion 12 - :-'upporti ve :not'el - 11'I'he v:or,-:er should e;~­
~ect nssi~tance f rom hi s surerior in solving his pro­
')ler,s in order to accor:rnlish is ·,ror . " 

Pc~onses : 'l'he O'!Crall resp"""'e"' to .. : i s sc:-ics of' quc:.­

tions can ~e illustrated ES follo · : 

"cestion nu.uber 
and oo el , ;;;;rce isap.rce 

Oue~tion 9 
vOllcgial mo del 45 551, 

0 uestion lC 
i utocratic model 75 1 2">i 

1uestion 11 
Cus toaial r:iodcl 87}' 13/ 

"uestion 1~ 
Sur.portive moacl 90'; 1 07.'. 

Conclusions : As cemonstratea by the oata, heal t.., care ad-

r inistrators and department beads appear to ['.ive credence t o i:ey 

t2c1:0rs i n three of tl,c four ,nanager.:ent mouels , i. e . the auto­

c r.:.tic , custodial, and s~.iortive i.':Odels. The onlJ r:odel ~•;luch 

oi d not have over- •helr.ing agreenent i s the collegial model which 

viC\!S \1or1'ers as tear:, '1crnbers •,::ho wi 11 aosUJ:Je resronsibiii cy ror 

a ccomplisning \':or k i f cl"allenging goals are se 1.: 

i ~h sci ool 

·ssoci~te degree 

olle-e tiee:ree 
.... r -"'.', U="vr e ree 

0 r L."~ " 

r. the job lllaTI8£C, enl 
tr:ainint; 

44% 

7
,.,,, 
~-

>'-"';.' 

':.J7 

7b' 

YES 
2'! 

LJi sacree 

:...,o,· 

2~ 

l ""' 

1~ 

25. 

:ro 
8, 

Lust educational 
level: 

or questio, 
number 9 , ... , 11 
rn l? 
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In audition to stron=ly favoring concepts in the autocra­

-cic and custocri.al mana["er.ient r..oclels , health care l:lailagers also 

subscrioe to a ~ajor concept in the surportive r.io del , i . e . the 

NOrker sbould expect assi stance Iron his sunerior in solvin" 

LEADlmf...IIP STYL 

Purnose : Tl.i s fol..J'~h series of questi ons is tlesig~ed to 

deter..une tLe predor.-.i.nant leader ship st::les utilized by r.eal-th 

cc.re a.cministrators and dcpnrtrnent c.;,irectors , i. e . wrether they 

ore autocratic/rli recti ve or partici pative/aemocr atic/:lcUeve­

rnent orienteu leader ~ . 

Questions : ·uesti ons are based on tracitional and r.ior e 

recentlj' developed conce:Jts i n rerarc. r.o l eader-ship styles. 

Question 13 - /cl.i.ever.ient oriented leadersLip 
Questi on 14 Lirective lea'ership 
Questi on 15 Sunporti ve leao.ershir 
Questi on l G Autocrati c leadersr.i r 
(.,Jes t i or. 17 i.Je.-:-,ocr a tic leadershi p 

_.esoormes : The overa ll r esponses t o this seri es of ques­

t ions are illustrated i n t~ e uiagrarr belo~; : 

Question nurnuer and 
leat!ersl.i. styles /Jgree I.isa.._·ree 

uestion 13 
chiever.ient - ori en~e 4m' 5lr 

uestion 1-i 
Lirective 98f 2-,-v 

uestion 15 
.... uprortive ~f. 46% 

ue.,,tion 1 
.utocr,ti c 4~' 51/ 

ncstior 17 
re ... ocr tic i:;:-. 

-;:, I I 43. 



Last educ~tionnl 
level : 

For question~ 
nunbe:::-s 13 , 14 , 
15, 16, an<.. 17 
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TTi;:-~ school 

SSOC-- ~ ec:ree 

:::olle e etree 

'raduate der,ree 

Post ['.raclua-ce 

On the job r:anz.gemen ... 
1:raining 

Agree Disaeree 

45~ ::>5 

77, 2 ... 

'l, L 

8 .::, 
' I 15 

50; :;r, 

''Ef r:o 
95~• 5, 

Conclusion : \s documented in tre data , responses to achieve­

~ert oriented l eader shi- are vi rtuall~ equally aiviaeu oetween 

agree ane1 disagr ee, demonstrating that there is not a strong 

preference for thi s apuroach. In contrast , the directive 

approach is strong l y favored. wi th 981 o:f t he reSt>ondents agree­

it1.i.; that soeci f i c expectations and directions should je riven 

by l:'lanagers . 'l'he supportive approacl~ is also fairl~· evcn1:~ 

aividea ,,ith 54½ agr ceinr that a nanager shculc. be friendly and 

aprr oachable and 4-; ~isagreein.rr with this arrroacl. . The a..ito­

cr,,. t iC" approac , i. e . '.J e P<'m•ger assuries sole res:,onsibili t~ .. 

for t..efining and sol vi11& de}'lartr.ient 'lroblems , a.rain found trie 

responc.ents fairly \'!ell dividec, 1•rith 4;::,' favor i ng tt>e .?pproaci 

and 5L' disagreeing. Finally , the de.':locratic a1;. roach received 

tl1e su;,,..ort cf 57/ of the respondents , thou2:h 43,, aisa.grecd with 

t:1c conce.;t that r::anar,ers 0l~ould ;;1'..a:,::: .:i.sk 'for and use tl.e iceas 

of nuhor di~~te~ . Overall , tre traditional dir ecti ve ~pproach 

:::ecme • _favored , t!'lou.)l ot. er suy.,1iort.ive denocratic a..,proaches 

e.:'..so ha d sig:iif:.cc:1r:t c.: port. 

"OTIVf1TIO.I, L FACTORS I. .l/\Nl\CE.ill 

Pur::-ose: '.i'he f i fth series o" questions i s cleoig!led to de­
~ernine \ h~t :ectors adr.:inistr ator s a.,d ciC;'artrcnt c.iirectors 



percei vc ~e noti vation factors 1~or employees , L e . ::hether 

heal th care r!',ona~cr .., recognize bo th lower and .1i gher level human 

neeJs a. • .:. c•otiv-.riono.l .factor-.. 

ueztionc : uestions are base 1 on lov·er level and hi her 

level needs of wor ker s . 

Questions 1~ and 20 reflect lower level neeLa , e . L . 
monetar: rewp..rc and securi t:· . ~uections lS .:inc. 21 
relate to hirher level needs , e . ~. a sense 01 respon­
sihilicy and nccor:rr-lish1 ert. 

Responses : The ov~rall r cs.onses to this series of oues­

tions are illustratec. oelo,•:: 

' -
Question and level Acree Disagree 
of nee•'s 

C1uestion 18 
Lo•rer level r ee 5 91.' 9.' 

rue:Jtion l'::' 
.isher level needs 9 I 21, 

1uestion 20 
Lower level neeos 9{)';" 10'!' 

uestion 21 
11i 12her level needs 82% 18%, 

ronclu..,,ion: /\s <emonstrated by the data , all four c,ues­

tions relating to rno1:;ivati on factors \:ere ovcr\:J.eJJ iinel:1 ar.-

:--· ·ere'"' in a<7eernent. The .. est dis-agree responses involved ti e 

iii!; ortance o-" ~tatus ir r.otivati on •·•or 1·ers , \•'i th 18, 01- the rc­

coonuents trclicVing that it i s r..ot a si~ficant mot i vating fac­

tor . -I ree is,.,~ee 
:i ,, - ool JO:" 10, 

.~"OCi ,.e iee,ree 3/ 7. 

".ollc 0 degree ,. 0, .. /"/ 

t r~c.11.,e. ~c e t,ree - 5' ... , 

:>ost •·radua e l CJ½ (_ 

0n the j oc ,.anseement ··-"_,J 0 
.;raining 98]~ 

.... , ... , 
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It ""hould be noted that "'Uesti on 22 is on Jeadership style 

and the t·inuin&s of question a is similar to fin ini. s of ques­

tions 13- 17 . 

·:;p10YEE PAn'IICIPA1'IOI. I .. EVALU .. TIOH: 

Pu:...'"'nose : Final l:y , one last question will be analyzec, and 

tl"at i s II hat is the role of the employee i n hi s won evaluution 

recess?" 

Question 23 - "In evaluation your e:nplo:rees (and set-
ting go als ) which o f the f'ollowing arrroacl ei:: do :·ou tal~e?" 
!.n$We,.. "A" refl ects a par tici,Jati ve nan<-6erent st~ le. 
I n::;\',er 11B11 r eflect s an autocratic r.,anager,ent st: le. 
i nswer 11 C11 reflec ts an autocratic managemen't st:rle . 

~esponnes : Recponses to the ~Love qu E"tion are illustrated 

C:uestion number 
ru:o model Percent o~ rest"onses 

23 - L 

t artici:-- tive 25% 

2~ - -
Autocr.atic 1 "{;/ .._,, 

r-,r:::.cl 

23 - ,. 
Autocratic 59. 

Conclusion : Pccordinr to the data , a large r.ajority (75/) 

of l eal th care edrrinistra~rs and department dir ectors do r.ot 

afforr their e1:·~lo.;ees significant input into ti•1eir Oitn evalua-

;i;ion proces.., . 

s::cno III : /1..;:ALVSIS OF RI :--:.~ CH FIHDI. c~ : 

La..-iaeernent theories : Fi:o~ tie survey f indi nc.:s , it is 

clear that te:1lth care rr.ar.a6 ers are rnore li ~ely to utili:..-e 
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tradi tio~al versus "1odern theories of organizatior and r.ianaee­

men.. . Lesponses to q1.1c:stion~ 1.'hicl pur, ose conce!';;s in ..=.dr:tinis­

trati ve, bureaucratic , and scientific management ,:ere over\·rhelr.i­

iz ;,_,. a, reed to b.; resnondents , vhile rr.ore than half of the re-

sr ender.ts disagreed \:ith t: .e open syster.,s ay;-.roach to ;;,ar.age:nent. 

It is concluded, trJen , that bealtl. care man~ers strongl:, focus 

on tasJ- management ana orrranization.:'1.1 structure of" the oreaniza­

tion and place less importance on the human prob lens ; whicL I 

t!.iru, it is because of toc:.a.J I s t>a~ econom:· . 

. anager.ient assllr.T'tion: ri.s denor.strated in the survey data . 

Tr:c najori t: of heal th care -ian~ers agree with theorv :;,: assur::p­

tions . . 'hile the !Ttajori ty o~ resl"'onder.t also ar,reed •:,i th the 

theory Y assUll11"'tior. . :ut over all there are more managers vho 

sup-.-,ort theory; . I n g eneral , then, health care managers focus 

their mana,gerr:ent assumrtions more stron,zly on the goals of the 

orga."lization and the neeci to ~~ovi.ne Girection anc control for 

uor.:ers , thar on the abilities , ingenW. ty , potential contribu­

tiors , and needs o~ er.iployees . 

:1anagement model□ : rhe da-ca demonstrated that heal~h care 

nar..a.gers strongl y ar.ree to traditional models (autocr'-'tic <>nd 

custod.al) , l'.ave milrl agreement \•d th sl.Ip""ortive rnouel , ana do 

net subscriue to the colle,,.ial r;.anagemcnt r.iodel . On the b ... lml.ce 

bet1een tracli tional and modern manager.1ent models , it is evi-

dent that heal th care aJninistrators and der,artr ent ...irectors 

utilize tra<litional models , and ol'llj have mile confidence in 

t..~e supportive mocel. 

Lea~cra~.in styles : '?he directive leadership cor,cent ,:as l>~' 

fa!' the '!lost popular \Ii th 9~' of .:he reGj)onden .. s agreeing; '.fl e 

su;::,::-ortive and ce·,ocrc.ti.c leaders, i ct~·les obtair.ec o"er 50",' 

oi o_.rrree resronsc~; .mu the achievcnent ori ented s-+;yle obtained 

less tha.-'1 50"/ of apree r-esuonses . 

i.otivation factor -:: : i-".ilc all :factors relating to r.1otiv.:!-

tion were vie\';cd 'JY the respondents as i;nportr,nt , lo·.,er level 

needs clearly were vie\,ed as th€: most importallt . 

Practical application of rianagemcnt pr actice: Fin.:i.11:. , in 
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the question ,•:hich addressed the r:1etl oa managers utilize in eval­

uation of i::-.ployees , r.iejori t:: or- aclru.uistrator::.; and ccpartnent 

directors utili=e a directive rather than a narticipative arrroach . 

Ra .. her tha.n &.lloHi ng ern:,loyees to exa ine their o· m perfor;:-;ance , 

75, o:- the health care rr.anagers 1'ormulated tt eir employee evalu­

ations indepenc.cnt of employee i nput. 

CO. CLUSIO. 

j1s demonstrate<: in t.'1.e data , it r:iust be concluded tlmt a 

significant r.ercentage of henltb care e:lrinistrators :md ue­

~artti\ent director~ base their ~anagene~t ~ractices on a rno~e 

trec.itional , tiroduction oriented f r ancwork , than on nore recent 

en, 103-ee- centerec concerts, Fror., ny ... tarn3 point thi ... result is 

sor.ie.;hat understanoable tecause of haru econor..ic tit,es , but it 

shoulcl not £0 ver:, .far, weca~se in l1eal t. care s ettin-E" , the 

il'l11"ortancc oi' attenainr to human .,ecas i s particularl:• crucial­

not only in terms of .,roviding r.eal tb care i ·orl,ers and • rofes­

sionz.ls ·.-:it1' a ,:,ositive , cooperative 1:1orl: atlilosphe!'e whicl is 

sensitive to tLe needs of ;'a ti ents seel.ing care. '"hus , it 

\:ould seer.i particularl:,- inrortant that health care \·torl:ers , nany 

oi' ·.:ho"' have ciirect responsibili ~- in '"'atient care , physicians , 

m:.rses , !.ocial ··:orkers , technici ans , e cc . , ·~ho are meeting 

hcman neeas of' '"'atients , l•ave a For\· a'tr.:OSJ" 1ere that recog-

nizes t 1eir needs as i·rell. 
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As a graduate student in Health Care Ariministration , I am 

pathcring data concerning management approaches and practices 

.:.1.tilizec. by aoministrators anc department directors in heal ti• 

care setti:,gs . The data will be used in my thesis . 

I ~ preciate ~·our v:illingness to comr lete the attacbed 

Questi onnaire. The questions are oesigner to determine sone o~ 

your particular anproaches , atti t-uc'es , anr, i ractices in managing 

healt~ care ~orkers . 

This is an ano~·mous study. Your name and :·our or aniza­

tion uill not be i denti,.'icd in this research. 

Thank 3·ou for your coooerai:ion. 



~etting Pocition 

ospital _ __ f.CJ",inistrator ___ I igh . c: ool 

___ Heal th center ___ Dept. Director Associ.:l.te ~•erree 

___ Ott'. er ! ,cu:1e of dey artr ent ___ College degree 

___ G~aduate degree 

Post Graduate 

Have you had on the j o t management trainning? 

Yes lo 

1. Fi tting peo: l e t o the or"'2.Ili zational structur e end mol·ing re­

stionsibili t-.1 equal i n ~e2sure wi tr autr.or i ty are i.nrportant mar­

arernent tas,:s . 

_ __ ti.gree _ __ Di sagree 

2 . In r:-anagi~ i:orl ers , it is i noortant to ulace emphasis on the 

human probler.:s of wor~ers rather than on production . 

_ __ M;ree _ __ r::i s~ee 

3 . Di vi tling workers into ~epartr,,.ents basea or funct ional spe­

cialization , {. eve l op i ng rules , boverninF the riLhts an' du ties 

o : \·rorleers , and devel o-.ing a system of proce dur es f or ""er for minF 

the \\"Or k arc extremely important r.,anagerrent tasvs. 

_ __ A,.;ree _ _ _ Di sagree 

4 . The most ii;ir ortant tasl::s :"or r.ianagc1:1ent are stan ..ardizin." 

the best r et:1oc. f or ,.,erf'ominf a joo , choosi ng worl:ers to fit spe­

cific jobs , and trainin. \'l'orkers to rerforr.i their Jore effici­

ently. 

_ __ Agree isa~,ree 

5 . T\ecognizing that the orranization is c1 s ocial system that 

inter&cts with i ts cnvirorment anCJ dealing wi tr. tr e cternanus , 

e}~ ecta'ti ons , ana cultural nortl's of wod.crs are essential r.:a.i­

~ei..ent tasl-;s . 

__ Agree _ __ I'isagree 

6 . ~he average employee der.:onstrates a cesi re to assume re­

soonsi bi lity and has a significant ce~ree of ambition. 

---'Agree 'i sa,,:---ree 



7 . :'he ~•o most important neeas a ,io' s&tisi"ies a .ori:er are mone­

tar J' re~ rard and securi °tJ . 

_ __ /igree ___ r i sa._--ree 

l'he average ernplo:,ee re0uires specific oirections , 'Ztlide­

linei::. , and controls to ~.elp him r.eet the e:-mectations of his 

j ob . 

___ Di sagree 

Q . Tre v:orker should vie ... , his relationship ~·i th !ris superior 

as th2t o:f a team mernl er to cl coach. 

___ Agree _ __ Disagree 

10. ..'he wor,~ers shoula view his major responsibility as a com-

ply~ \-'i tt; and carryi~ out the directions provL::eu by ma?".age-

ment . 

_ _ _ Agree ___ .Ji sagree 

11. ,ne .ajar expectations a •::or,cer shoulo ,.ave of' his Cl'lif'lo:rer 

are a fair salar:· , job securit~ , end adequate 1:or!~ng conditions . 

___ TJi54gree 

1. . l'he worl·er s"iould CAl"ect assistance fron hi s superior i n 

sol ving his prob lens in ore.er to a cc ornpli:s., his \:or' . 

_ __ ft.gree ___ I:ise~ee 

1::, . Setting challenging goals sn~ sho· "ill[. confi ,,ence in sub­

ordinates ,··ill ensure that ~:orl· \.'ill be c>ccollll" lishea . 

_ __ A5ree 

14 . A manager sl ould let , •orkers !<no•,· exactly ,1t>.a t is exp ec­

ted of them ;,.nd ~rovidc soecific airection. 

___ Arrrec ___ .Ji sagree 

15. A r;ia.nagcr should be friendly and a">rroacl.ab l e to :.i s sub­

ordinetes. 

___ Agree ___ Di sao-ee 

16. f nanara,er , .1ascd on his ~mowledge c.."lcl e .. erience , si ould 

acsu.~e sole reS!:!onsibilitv for dcfi ~ing ana solving proble ,sin 

his department. 

_ _ _ Agree _ _ _ Disagree 

I/ 



17. In solving dcpartr.lent problers , a ~anager s.r.ould al\:r=.ys 

ask for an~ use the ideas of subordinates . 

_ __ /gree ___ Disagree 

1 • rovidinp \·:or kers wi tl: monetary ~e•.:ard and job security is 

ir:n~ortan c; in r:1oti va tiug \:orl.erG. 

_ A.r;ree _ _ _ Pisagree 

19. Providing 11.•orl-:ers ,,i th a sense of res .onsibili ty and a 

sense of accompli shment is essential in r.totiv.:ting ,-10r'~ers . 

---' rree fisa ree 

20. C.Ooo \.url·in.!;; conditions and fringe bcnefi ts are very im­

·'"'ortant in r..oti vatin[' \·.ori·ers . 

,gree _ __ Pisai_ree 

21 . Providin.,. status is an irnpor-car1t factor in moti vatin,._ ec:­

r,lo:i-ees . 

_ __ a[,ree isasree 

22. ''hen you have a Manager ent decision .o ma'<e , •.· .. 1ict of the 

following aprroaches do you take? 

a . refine the si tuc.tion , al'· a...vs askif18 and using sub­
or~inate recor enuations. 

b . Carefully evaluate the situation, formulate 1j ie­
cision anel rresert it to my ernrlc,·ees for quei:.­
tions nnd co~merts . 

c . Analyze the situation , nal<e the decision, and share 
the decision .... i 1;, : ei'"1,loyees. 

d . Analyze the situation, present it to my erplo:,·ees for 

their opir.ions and then make my decision. 

23 . In evaluation your employees anu setting E;oals , whic!- o:f 

the 'fo llo,•:ing approaches do you use . ( ..,elect one frol'7' a tr rou~h 

c anL one from d through e) . 

a . I oreMare an evaluation , my errrl.o•ee prepares a sel!' 
eval~ation, ano we neet the mutually discuss the eval­
uations. 

b . I Pre-r,are an evaluation and submit it to m•t employee to 
review and sign. 

c . I rrenare c1n evalt.ation of my e-plo:;ee , 'i~cuss it With 
hirr , and invite questien~ and conments. 



I suggest go&.ls for the employees to "orh to,·ara and 
1,e n iscuss t~ e, . 

e . I allO\• my emrlo.,ee to set his o,.rr, ._oals if thej' are 
in !ee""ling ~~t~ the neecs Md goals or the organi­
zation/depArtment. 
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