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INTRODUCTION

In order to utilize people effectively in an orgenized ef-
fort, man has for centuries dealt with issues such as: 1) how
to0 organize work and allocate it; 2) how to recruit, train, and
menage workers; 3) how to create working conditions and reward/
punishment systems which will enable workers to maintain effec—
tiveness and morale; 4) how to adjust their organization to
changing environment and technology; and 5) how to deal with com-
petition or harassment from other organizations or groups within
their own organization.l These issues became increasingly impor-
tant with the industrial revolution and the development of large
scale manufacturing enterprises. However, in recent times there
has not only been an unprecedented growth in industrizl orgeniza-
tions, but in other institutuions (government, education, health
care) as well. Regardless of the nature of the enterprise, how-
ever, organizations in generzl can be considered as a rational
coordination of activities in order to achieve a common goal,
through a division of lasbor and z hierarchy of :.mt:hor:i.1::¢.;'h

Although industrial, governmental, and social institutions
have existed in various forms, on smaller or larger scales,
throughout history, it was not until the end of the 19th century
that attempts were made to codify organization and management
knowledge. Early management models which emphasized task manage-
ment, efficiency, and structural relationships were followed by
models that incorporated the systems approach and the social and
psychological needs of workers. Despite these more recent
theories on human relations, open systems, alternate leadership
styles, and motivation, early management theory with its closed
systems approach and mechanistic view of man may still have sig-
mificant and often negative impact on management style. TIn few
other settings would thie impact have more serious repercussions
than in health care settings where not only the ﬁuman needs of
workers are important but the social and psychological needs of
those receiving services are crucial as well.
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The overall purpose of this project, then, is to: 1) re-
view management theory and its implications for management mo-
dels, leadership styles, and motivation of employees; 2) ex-—
plore by research current management attitudes and methods
utilized in health care settings in regard to management orien-—
tations and models, leadership styles, and motivation of work-
ers; and 3) to analyze the findings and their implications for
management and employees in diverse and highly professional and
technical health care systems.

liore specifiecally, the first section of the paper will re-
view traditional theories of organization and management, in-
cluding the scientific, bureaucratic and administrative manage-
ment theories, as well as the modern theories of organization,
the human relations and open systems approaches. It will be de-
monstrated that traditional, production—centered, closed systems
approaches are reflected in Theory X assumptions about workers,
which suggest that employees must be directed and controlled,
and that they lack ambition, ingenuity, and the desire to assume
responsibility. On the qther hand, the modern, employee—cen-—
tered, open systems approaches are reflected in Theory Y assump-
tions of workers, which suggest that under the right conditions
employees can find work a source of satisfaction and that they
can demonstrate a relatively high degree of ambition, indepen-
dence, responsibility, and creativity in their jobs.

After reviewing theories of management and their assump-
tions about workers, we will then go on to explore management
models and leadership styles within orgenizations. Traditional
management models, i.e. the autocratic and custodial models,
suggest that employées must be persuaded to perform on the basis
of power and threat or be cajoled to perform with a reward of job
security. HNodern management models, the supportive and colle-
gial models, on the other hand, suggest that employees will par-
ticipate and assume responsibility if they receive support and
have a sense of teamwork in their work situations. HManagement

orientations and models are reflected in leadership styles..
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Several approaches to leadership are reviewed in the paper and
are delineated between the traditional approaches such as the
exploitive and benevolent autocratic leadership styles, and mod-
ern approaches such as the participative and democratic leader—
ship styles.

Finally, in the literature review, the process of motiva-
tion is examined. The content theories of motivation consider
the hierarchy of worker needs, while the more recent process
models consider the relationship between effort, satisfaction,
performance, and reward in the motivational process. While the
process theories are not yet able to be translated into use by
management, they provide insight into the complex process of mo-
tivation and hold promise for future utilization by managers.

The second section of the paper focuses on the research
methodology and findings. The research is designed to deter-
mine if health care managers utilize traditional or modern ap-
proaches to organizational management, leadership, and motiva-
tion.
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CLASSICAL THEORY—BUREAUCRACY: ELEMENTS AND FUNCTIONS

In the late 1800's a set of concepts about organizations,
now knovwvn as classical theory, began to be extensively developed,
The impact of classical theory of organizations has been profound.
Tts effect is seen in virtually all complex organizations. Indeed,
classical concepts of organizations account in large measure for
the existence of complex organizations; in many ways it made them
and thus modern civilization possible.

Classical theory developed in three streams: bureaucracy,
administrative theory, and scientific management. These three
streams were founded on similar assumptions, The practical effects
of all three are essentially the same, They were developed at
about the same time (cirea 1800 - 1850).

Bureaucracy was developed for the most part by sociologists
who took a relatively scholarly, detached, descriptive point of
view, Administrative theory and scientific management, on the
other hand, were developed by writers whose primary interest was
in directly improving practice.

The term bureaucracy as developed by leber refers to ecertain
characteristics of organizational design; he viewed bureaucracy
as the most efficient form that could be used most effectively
for complex organization, e.g. business and government. Within his
model, Weber suggests that the pattern of authority and influence
resulting in any given situation depends in part on the basis of
consent. The three major bases of consent are: traditional, ra-
tional-lepal authority, and charisma. The view of rational-legal
authority is central to Weber's concept of bureaucracy. According
to his theory, power or authority should be assigned on the basis
of rational criteria and in terms of procedures embodied in formal
laws, contracts and informal codes, HRational criteria implys that
in order to be given a position of authority, a person should have
gemonstrated the zbility and motivation to fulfill the recuirements

of the position.



2
In the orgenizational sphere, these principles are expressed in
the idea of promotion based on merit and in the notion that au-
thority ultimately derives from a person's ability to do some=
thing better than those under his.5 Weber's burezaucratic model
has served as a departure point for many social scientists.
Recently, Hall, a sociologist, suggested that the degree of bu-
reaucratization can be determined by measuring the following de-—
mensions: 1) a division of labor based upon functional special-
ization; 2) a well defined hiearchy of authority; 3) a system of
rules governing the rights and duties of positional incumbentis;
4) a system of procedures for dealing with work situations;
5) impersonality of inter-personal relationships; 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, and other complex organizations.
A nunber of the more important of these elements or character-
istics are described below. An effect of these elements is to
structure an organization. These elements describe the perfect
or ideal bureaucracy; in practice organizations often only par—
tially meet these criteria..

In a bureaucracy:the broader objectives of the organization
are divided inbto subobjectives. Tasks or work activities to ac-
complish these objectives are broken down, typically by speciali-
zation, to the smellest possible unit. Activities are combined,
again with heavy emphasis on specialization, and assigned to spe-
cific positions. Power and authority are delegated downward, be-
ginning at the top, from each supervisor to his subordinates.

Bach position covers an area for which it has complete ju-
risdiction. There is clear—-cut division of work, competence, au-
thority, responsibility, and other job components. Basic or low-
est-level positions are grouped together and assigned to a higher
office. In turn, each supervisory office is under the control of
a higher one., Each official is accountable to his superior for

his and his subordinates' job-related actions and decisions,
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A1l are accountable to the highest official at the top of the
pyramidal hierarchy, Thus the entire operation is organized
into an unbroken, ordered, and clearly defined hierarchy. Tach
position is responsible for the activities that it can best per-
form or supervise, Each position's jurisdiction is totally de-
fined and mutually exclusive, That is, it does not share juris—
diction with any other position., Though this procedure bureau-
cracy creates the basic classical hierarchy or structure of an
organization. In a bureaucracy authority and power rest in the
institution or office. &n individual holds an office, and the
power does not personally belong to him, it is z part of the of-
fice, Because the office holder has been selected on his tech-
nical ability, he wields his influence because of expertise.
The highest official is an exception; he may hold power through
election, appropriation, or succession.

Eureaucracy makes it possible to achieve the large increases
in productivity that can come from specialization. In modern
society one can be expert in only a few lines of work, PBureau-
cracy permits him t0 specialize in those areas where he is ex-—
pert, The economic system and other aspects of society make
available to him the work output of millions of other similarly
specialized persons.

Bureaucracy is a means of coping with complexity, which it
converts into relative simplicity with each positions The per-
son filling each position is competent to handle the detzils of
that position. Bureaucracy permits specialization at the funda-
mental worker level and at the manager level as well, where it is
ecually necessary. As Simon wrote, "Concentration on z limited
range of values is almost essentizal if the administrator is to

be held accountable for his decisions.“6
ADEINISTRATIVE MANAGEMENT THEORY:

Henri Fayol, considered the father of management theory, de-
fined administration in terms of five primary elements: planning,
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organization, command, coordination, and control. From this
framework,; he went on to develop fourteen principles to be used
as guidelines for managers: 1) division of work - the princi-
ple of specialization of labor in order to concentrate activi-
ties for more efficiency; 2) authority and responsibility -
authority is the right to give an order and the power to enact
obedience; 3) discipline — discipline is essential for the
smooth running of business, and without diseipline no enterprise
could prosper; 4) unity of command - an employee should receive
orders from one superior only;5) unity of direction - one head
and one plan for a group of activities having the same objec—
tives; ©6) subordination of individual interest to general inter-
ests - the interest of one employee or a group should not pre-
vail over that of the organization; 7) remuneration of personnel
- compensation should be fair and as fer as possible afford
satisfaction both to personnel and to the firm; &) Centralization
- centralization is essential to the organization and is a nat-
ural consequence of organizing; ¢) scalar chain - this is the
chain of superiors ranging from the ultimate authority to the
lowest rank; 10) order - the organization should provide an or-
derly place for every individual; 11) equity — equity and a sense
of justice should pervade the organization; 12) stability of
tenure and personnel = time is needed for the employee to adapt
to his work and to perform it effectively; 13) initiative - at
all levels of the organizational ladder, zeal and energy should
be augmented by initiative; and 14) espirit de corps - this prin-
ciple emphasized the need for teamwork and the maintenance of in-
terpersonal relationships.7

Utilizing the principles of Fayol and other theorists such
as CGulick ané Urwick, further refinements in administrative
management: theory were made by lMooney and Reiley. They delin-
eated four major management principles: 1) The coordinative prin-
ciple, which provided for a unity of action in the pursuit of
a common goal; 2) The scalor principle, which stressed the hier-

archical organizational form and authority; 3) The functional
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principle, which organized tesks into departmental units; and
4) The staff principle, which recognized the role of line manage-—
ment in exercising authority but providing the staff with oppor-
tunities to give advice and information. These concepts were re-
lated to the development of a2 pyramidal organizastional structure
with a clear delineation of authority, specialization of work
tasks, coordination of activities, and the utilization of staff
specialists. In addition, zpplication of these concepts led to
the development of formal erganization charts, organizational
manuals, and position descriptions8 (21, guoted in 13, pg. 60).

Finally, another important contributor to this school of
thought was Mary Parker Follett. In many ways her ideas can be
viewed as a link between the classical administrative management
theorists and the behavioral scientists because she emphasized
the psychological and sociological aspects of management., She
viewed management as a social process and the organization as a
social system. Her concepts regerding the acceptance of authority,
the importance of lateral coordination, the necessity for change

in a dynamic administrative process, and the integration of or-
ganizational participants differed substantially from those of
other administrative management theoristsg (20, quoted in 13,
pg. 60).

The administrative management approach, then focuses on
structural relationships among production, personnel, supply, and
other service units of the organization. It employs economic ef-
ficiency as the ultimate criterion., Efficiency is meximized by
specializing tasks and grouping them into departments, fixing re-
sponsibility according to such principles as span of control or
delegation and controlling action to plans. Administrative man-—
agement theory achieves closure by assuming that ultimately a
master plan is known, against which specialization, departmenta-—

lization, and control are determined.
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Relationship of adminisitrative theory to bureaucracy:

Administrative theory and bureaucracy are closely related.
In some respects they are identical.

Both are largely deductive and view the organization norma-—
tively, as an abstract entity - =2 mental construct. Both advo-
cate formal organizations that take advantage of specialization,

a fundamental feature of formal organizations.

The two streams of thought were developed apparently almest
totally independently. BEureaucracy was developed by sociclo-
gists who took a comparatively detached, scholarly view. They
described bureaucracy as a normative model of organizations,
Cenerally, bureaucratic theorists stopped short of specific pre-
scriptions of how to implement this normative model,

In contrast, administrative theorists usually were practical
men of action; often they were practicing managers. Their major
orientation was to prescribe principles and other concents for
achieving formal organizations. Bureaucratic theorists said
what an organization ought to be; administrative theorists told
how to accomplish it.lo This statement no doubt is an oversimpli-
fication, but it seems to summarize a principal difference bhetween
the two groups.

There is a second difference in emphasis between bureaucra-—
tic and administrative theorists. In bureaucracy the focus is on
the organization, while administrative theorists emphasize manage-
ment, & component of the organization. This distinction is not
total, but it is significant, if sometimes subtle,

Negative views of administrative theory:

The general criticism of administrative theory is that it
has not been verified under controlled, repeatable scientific con-
ditions., Critics maintain that empiriczl evidence developed in
the classical tradition of the scientific method is inadequate
to support most elements of administrative theory. They have
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suggested that administrative theory is full eof "inconsisten-

cies,; tautologies, and lack of SOphistication."ll

Positive views of administrative theory:

Despite the apparently devastating criticisms above of admin-
istrative theory, it remains important. Why? The answer in brief
is: because it works. Administrative theory is a way to aschieve
bureaucracy. Thus, if bureaucracy is desired, then administrative

theory will also likely be valued.

CLASSICAL THEORY - SCIENTIFIC MANAGEMENT :

The third major component of classical theory is scientific
management. Scientific management, which was developed beginning
around 1900, has been widely used. It probably has been an im—
portant factor in the creation of the high standard of living in
the United States and some other highly industrial societies.

Many comtributions of the scientific management movement are sig-
nificant components of widely accepted professional modern manage-—
ment practice.

The meanings of scientific management are found in the liter-~
ature, first, scientific management has been thought of broadly as
the application of the scientific method of study, enalysis, and
problem solving to organizational problems. This objective is
clearly in the classical scientific methodology tradition. HHuch
of the scientific management movement gualifies as scientific in
this meaning.

K second view of scientific menagement has been that it is
merely a set of mechanisms or technigues -~ "a bag of tricks" -
for improving organizational efficiency. Although scientific
management certainly generated a plethora of valuble managerial
techniques, this view seems too narrow, Regrettably, some have
emphasized merely the techniques out of content of broader scien-—

tific management philosophy, inviting sometimes unfair criticism
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of the entire movememt. Scientific management has numerous defi-
ciencies, but these should not obscure its many positive contri-
butions,

Secientific management focuses its unit of analysis on the
physical activities of work, whereas bureaucracy and administra-
tive theory emphasize the structure and processes of the human or-
ganization. Thus, compared with one another, scientific manage=.
ment is micro theory, while bureaucracy and administrative theory
are macr-c.l2 Scientific mznagement (for example, motion and time
study) deals mainly with the relationship of a worker to his work.
There is emphasis on man — machine relztionships with the objec-
tive of improving performance of routine, repetitive production
tasks. The other two sets of theories focus upon organizational
structure, relationships, and processes at man - %o - man and
higher levels, For example, administrative theory emphasizes
principles and functions of management. Thus scientific manage-
ment can be thought of as bottom = up theory; the other two, in a
comparative sense, are top - down theoriess

Scientific management advocates an inductive, empirical,
detailed study of each job to determine how it could be done most
efficiently. Bureaucracy andé administrative theory are less em—
pirical; they are more axiomatic or deductive with prescriptive
models not necessarily based on particular empirical studies.

The prescriptions of bureaucracy and administrative theory are
distilled from experience or general observations of many situa-
tions. In contrast, the prescriptions of scientific management
are derived from specific studies in each casa.ls

An assumption of scientific management is that improved prac-
tice will come from the zpplication of the scientific method of
analysis to organizational problems, Urwick wrote that scienti-—
fic management is the "substitution of inductive thinking, think-
ing based on facts, for the old deductive thinking, thinking based
on theories or opinions, in all matters concerning the organiza-
tion of human groups."14

Thus, advocates hold that scientific management develops




solutions superior to those of other approaches. In large mea-
sure, the validity of scientific management rests upon the vali-
dity of scientific methodology.

A second set of assumptions of scientific management concerns
the relation of a worker to his work. There is a primary focus on
work itself and not on the particular person doing the work. The
cood worker is viewed as one who accepis orders, but does not
initiate actions. The worker is told how to do his job based upon
scientific analysis of the job. The focus is at this basic work -
worker level, typically in a production shop. Scientific manage-
ment does not emphasize the integration and coordination of higher
levels of the orpanization as do bureaucracy and administrative
managemént,

Third, scientific management assumes rationality in the clas-
sical sense. Each worker is assumed to be the classical “econo-
mi¢ man", interested in maximizing his monetary income. The or=-
ganization is seen as a rational instrument of production. The
complicated motivational, emotional, and sacial actions and reac-—

tions of persons in organizations are not emphasized.

HEOCLASSICAL THEORY—~MUMAN RELATIONS APPROACH TQ MANAGENENT

Around 1920, some business leaders and social scientists be-
gen to appreciate the problems and consequences of scientific
management, with broader recognition of the human relations as-
pects of organization being gained after the Hawthorne studies
were published. While studying the effect of different amounts
of illumination, ventilation and rest periods upon the nroduction
of industrial workers at the Western Electric plant in Hawthorne,
the researchers discovered that moral and motivetion factors were
so important that they completely obscured the effects of the fac-
tors being studied.l5

In continuing their research, the "human relations" findings
of Mayo and his associates, Roethlisberger and Dickson, documented

£hat the behavior of workers cannoct be understood apart from their
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feelings and sentiments and that social structure is an intri-

cate web of human relations bound together by a system of senti-
ment., The studies showed conclusively that workers were re-—
sponding to scientific management methods by restricting produc—
+ion to levels that workers felt were approprizte; that workers
had developed an informal organization which differed from the
formal organization;‘and that when the hostilities, resentment,
suspicions, and fears of workers were replaced by favorable at-
titudes, a substantial increase in production occurred.16 Further
studies following the human relations trend were undertaken to
find what kinds of organizational structure and what princi-
ples and methods of leadership and management result in the high-
est productivity, least absence, lowest turnover, and the great-

. est job satisfactions Research findings conclude that when super-
visors are employee = centered (i.e., they place primary empha-
sis on the human problems of their workers rather than on produc—
tion). They get the best production, the best motivation, and
the highest level of worker satisfaction; that close supervision

tends to be associated with lower productivity and more general

supervision with high productivity; and that direct pressure from
one's superior for production tends to be resented, while group
pressure from one's colleagues is not.17 Likert suggests that

the human relations approach has as its greatest strength view-
ing motivation as a broad - based concept, rather that the restric-
tive concept (motivation = money) of the scientific, administra-
tive management schools of thought. Human relations research has
gained understanding and insight into: 1) the character -end mag-
nitude of the motivational forces which control human behavior in
working situations; and 2) the manner in which these forces can be
used so that they reinforce rather than conflict with each other.
Likert goes on to suggest that the fundamental problem is to de-
velop an organization and management theory and related super-
visory and managerial practices for operating under this theory,
which make use of the scientific management concepts while uti-

lizing the major motivational forces which influence human be-
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havier, €.g., economic motives; ego motives including desire for
status, recognition and approval; desire for new experiences; and
desire for security.ls

The human relations approach, then, emphasizes the worker as
a person who responds negatively to "being engineered," who has
motives and sentiments, and who responds to different types and
closeness of supervision, Further, the human relations theory
defines the existence of an informal organization and deals with
vaiables not found in rational models, e.g. sentiments, cligues,

social controls via informal norms, status and status striving,

and so on. It is clear that human relations theorists regard
these Variables not a2s random deviations, but as patterned, adap-
tive pesponses of human beings in problematic situations, In this
view, the informal organization is a spontaneous and functional
development in complex organizations, permitting the system to

adapt and survive.lg
Zlements of neoclassiczl theory:

Classicel theories of organizations emphasize order, ra—
tionality, structure; and specialization. HMoreover, classical
theory generally accepts the "economic incentives. Human rela—
tions approach theory génerally builds upon classiecal theory by
modifying and extending certain classical concepts. However,
there is one basic change — human relations theory directly chal-
lenges the economic man concept. In contrast to classical theory,
humen relations theory holds that every person is different; this
view contrasts with the homogenous, economic man philosophy. Fur-
ther according to human relations theory, a person's work group
and other social factors are profoundly important.

Human reletions theory emphasizes differences among indivi-
duals that are ignored by classical theory., Classical theory sees
the worker as motiveted almost solely be economic factors. The
only significant relationship that a worker has in classical theory

is with his supervisor. This relationship is seen as unemotional
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and rational. Any feelings likely would be expressed in a pater-
nalistic—dependency or autocratic-obedient relationship,

A finding of the human relations movemeént is,.. each person
is unigue. Each is bringing to the job situation certain atti-
tudes, beliefs, and ways of life, as well as certain skills,
technical, social; and leogical, In terms of his previous ex-
perience, each person has certain hopes and expectationsof his‘job
situation.20

Emotions and perception are recognized as important. The
human situation and the '"feelings'" involved are seen as possibly
being more important than the "facts". The benefit of "just talk-
ing" is recognized. Further, the human situation and indivi-
dual feelings of the worker and not just his words are consid-
ered. The "“imner world" of the worker is viewed as important as
external reality in determining preoductivity.

Thus, increases or decreases in production are seen as more
heavily dependent upon the human relations at work than upon phy-
sical and economic conditions of work. Perhaps the caution that
physical and economic factors must be "satisfactory" should be
stated; human relations movement often appear to have been negli-—
gent in failing to emphasize this point. HNevertheless, the human
relations movement makes a clear contribution by providing a base
from which a multidimensional (individual and social factors in
addition to economic) theory of motivation can be constructed.
The earlier unidimensional (economic) model of motivation is se-
verely discredited.21 Debate between students of management and
organizations and economists continues unabated on this point.

Since many of the findings and concepts of the human relea-
tions approach have been integrated into the open systems approach
to organizations, we shoud briefly review this as our final

theory of organization and management.
OPEN: SYSTEMS APPROACH:

Shein argues convincingly that given the complex interactions
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between how an individual is inducted inte an organization,
trained, assigned, and managed; the interaction between the
formal organization and the various informal grouns which arise
inevitably within it; the disintegrative forces which formal or-
ganizational mechanisms stimulate among sub-groups; and the in-
consistencies which arise out of assumptions about man which fit
normal organizational logic but not the realities of how he func-
tions - all give rise to a redefinition of organizations along
more dynamic lines than previously suggested by organizational
theorists.22 Let us, then examine the constructs utilized in
the open systems model of organizations, i.e. dynamic; complex
and organized; open; and social and technical.

An orgenization. as dynamic:

Though historically organizations were viewed as static,
more recent theorisits and analysts of organizations have argued
for a more dynamic framework within which to view organization.
In addition to Shein guoted previously, Allport states that social
structures consist of an inter-related set of events which return
upon themselves to complete and renew a cycle of activities, It
is events rather than things which are structured, so that so-
cial structure is a dynamic rather than a static concept.

Expanding upon the concept of organizations as being dyna-—
mic, Starkweather and Kisch have conceptualized the life cycle
dynamics of health organizations. They believe that health ser-
vice organizations not only are in constant evolution, influenced
by and impacting on their environment, but that they progress
through four stages or cycles: The search phase, the success
phase, the bureaucratic phase, and the succession phase.24 Thus,
organizations can be viewed as dynamic, evolving organizations
that pass through various cycles and even within the succession

stage possess capabilities for regeneration.
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The organization as cemplex and organized:

|1 Shein states that an orgenization is a2 rational coordina-

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

\ ment of some common explicit purpose or goal through a division
of labor and function and through a hierarchy of authority and

! responsibility. He further purports that an organizatiocon must
be conceived of as a system with multiple purposes or functions
that involve multiple interactions between the organization and
its environment; that the organization consists of many sub-
systems that are in dynamic interaction with one another; that
sub=systems are mutuzlly dependent and changes in one sub—
system are likely to effect the behavior of other sub-systems,
that the organization exists in a dynamic environment which con-
sists of other systems, some larger, some smaller than the or-
ganization; and that there are multiple links between the or-
ganization and its enviromnment, i Katz and Kahn pose a similar
defini tion stating that an organization is a2 social device for ei-

{ Diciently accomplishing through group means, some stated purpose.
They po on to suggest that all social systems consist of the pat-
terned activities of @ number of individuals. These patterned
activities are complimentary or inter—dependent with respect to
some commonroutcome; they are repeated, reletively enduring and

bounded in time and spaca.26

An organization as open:

Though the relationships between organizations and their en—
virenments are complex and not yet well conceptualized, Shein ar-
gues that it is essential to understand the enviromment within
which orpanizations exist, particularly as the environment be-
comes increasingly tmstable.z‘? In looking at socizl organiza-
tions, Katz and Kahn state that they are flagrantly open systems in
that the input of energies and the conversion of output into fur-

ther energic input consists of transactions between the organiza-
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tion and its enviromment. They suggest that all secial systems,
ineluding organizations, consist of patterned activities of a
nunber of individuals and that the stability of these activities
can be examined in relation to this energic input into the system,
the transformation of energies within the system, and the re-—
sulting product or energic output,

Another triad is suggested in Rice's open systems model of
organizations. "'Rice states that any organization "“imporits" vari-
ous things from its enviromment, utilizes these imports in some
kind of conversion process, and then "exports" products which have
resulted from the conversion process.28 Rice would seem to agree
with Katz and Kahn that most organizations produce something that

is exportable and meets some environmental demands.
The organization as secial and technical:

When one accepts that organizations in general are open to
their environment, then a variety of social and technical issues
come to the force, The concent of a socie—technical system was
developed by Trist who suggests that any productive organization
is a combination of teechnology (e.g., tasks, facilities, equip-
ment) and 2 social system (relationships among those who must per—
form the job).29 Trist further argues that the technology and so-
cial system are in mutual interaction with each other and that
gach determines the other. Consequently, the organization must
deal with the demands and constraints imposed by the environment
on raw materials, money and consumer wishes, but must also deal
with the expections, values and norms of the people who must oper-
ate the work organization.

A somewhat more differentiated model is proposed by Homans
who specifies a three part environment, i.e. the physical environ-
ment, (e.ge, the terrain, climate and lay-out); a cultural envi-
ronment (e.g. norms, values and goals); and a technological en-
vironment (e.g. the state of knowledge and technology available
to the system to perform its task).30 He goes on to differinti-
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ate between the external system, i.e. the combination of activi-
ties, interactions, and sentiments which are primarily determined
by the environment, and the internal system which is a pattern
arising out of increasing interaction, new sentiments, new norms,
and shared frames of reference which generate new activities not
specified by the external environment. The internal and external
system and the enviromment are mutually dependent and just as
changes in the environment will produce changes in the formal and
informal work organization, so the norms and activities developed
in the internal system will eventually alter the physical, tech-
nical and cultural environment,

The open systems approach, then, recognizes that an organi-
zation is a dynamic, complex, and organized system, composed of
sub-systems that interact with each other and with their environ-
ment, The system imports things from its environment, e.z. mate-
rials and personnel, and through a conversion process, produces
and exports goods and/or services. The system operates under in-
ternal controls such as standards and criteria and external con-
straints such as consumer wishes and the sociopolitical climate.
Systems are social and technical by nature and must take into ac-
count cultural norms, expectations, and sentiments of employees,
as well as the interplay between the technology and the social
system.

This, then, concludes our review of the evolution of organi-
zation and management theory; it is appropriate at this point to

examine the impact of these theories on management practice.
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As demonstrated in the preceding section, theories of or-
ganization and management — from scientific management to the hu-
man relations and open systems models — reflect a wide and vary-
ing scope of philosophical thought about the mature of man,
sociological thought about economic order and social behavior,
and psychological thought about individual needs and motiva-
tions. In this section of the paper, let us go on to examine
the influence of these theories of organization on management
assumptions, management models, and leadership styles. F[irst,
we will briefly review McGregor's theory X and theory y since
they reflect management assumptions, and then we will lock at
the management models and leadership styles which are based on

these assumptions.

THEORY X: THE TRADITIONAL VIEW OF DIRECTION AND COMNTROL:

As McGregor suggests, behind every managerial decision or
action are assumptions about human nature and human behavior,
He purports that three specific assumptions are pervasive,
implicit in much of the organization literature, and are evi-
dent in current managerial policy and practive.

These 'assumptions, theory X, are:

1. The average human being has an inherent dislike of
work and will avoid it if he can;

2. Because of this human characteristic dislike of worl,
most people must be coerced, controlled, directed,
threstened with punishment to get them to put forth
adequate effort toward the achievement of organiza-
tional objectives; and

3. The average human being prefers to be directed,
wishes to avoid responsibility,has relatively little
ambition, wants security.°l

These views are readily apparent in early schools of organi-

zation and management theory (scientific, bureaucratic and ad-
ministrative management) as we have seen in the preceding sec-
tion of this paper. These theories according to lcGregor ig-
nore the nature of the worker and the nature of human motivation.

Nonetheless, if an administrator or manager operates under theory
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%, the managerial style reflects these assumptions. Under
theory X, management emphasis is placed on such facteors as pow—
er, authority, security, monetary reward, and control. However,
McCregor suggests that the philosophy of management by direc-
tion and control - regardless of whither it is hard or seft -
is inadequate because the human needs on which this approach
relies are relatively unimportant motivators of behavior in our
Society_today.32 Consequently, McGregor suggests that organi-
zation and management behavior based on theory X must formulate
a different framework within which to view man and his needs

in the organizational structure. licGregor's answer is theory Y.
THEORY Y: THE INTEGRATICN OF GOALS:

Although licGregor recognizes that during the last several

decades the human side of enterprise has become a pre—occupation
of management (e.ge., improvement in programs, policies and prac-
tices), he contends that these improvements have been made with-
out changing the fundamental theory of management — theory X.
He goes on to suggest that the progress and tactical posgibili-
ties within conventional management strategies have been pretiy
completely exploited and thet significant new develcopments will
not be forthcoming without major modifications in 'bheor:r.33

As an aslternative to the assumptions of theory X, lMctGregor
proposes assumptions about human behavior and motivation reger-
red to as theory Y:

l. The expenditure of physiceal and mental effort in
work is as natural as play or rest. The average
human being does not inherently dislike work.
Depending upon controllakble conditions, work may
be a source of satisfaction (and will be volun-
tarily performed) or a source of punishment (and
will be avoided if possible);

2, External control and the threat of punishmant are
not the only means for bringing about effort to-

ward organizational objectives, Man will excer~
cise self-direction and self-contrel in the ser-

vice of objectives to which he is committed.
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3. Commitment to objectives is a function of the re-
wards associated with their achievement. The most
significant of such rewards, e.g. the satisfaction
of ego and self-actualization needs, can be direct
products of eifort directed toward organizaticnal
objectives;

4, The average human being learns, under proper condi-
tions, not only to accept but seek responsibility.
Avoidance of responsibility, lack of ambition, and
emphasis of security are generally conseguences of
experience, not inherent human characteristics,

5. The capacity to exercise a relatively high degree of
imagination, ingenuity, and creativity in the solu-
tion of organizational problems is widely, not nar-
rowly, distributed in the population.

6. Under the conditions of modern industrial life, the
intellectual potentialities of t:ga average human be-
ing are only partially utilized.

lHeGregor asserts, and logically so, that the assumptions of theory
Y have very different implications for managerial strategy and
behavior that do those of theory X. Theory Y assumptions are
dynamic rather than static, indicating the possibility of human
growth and development, and stressing the necessity for selec—
tive adaptation rather than for a single absolute form of con—
trol. lore importantly, theory Y points out the fact that the
limits on human collaboration in the organizational setting
are not limite of human nature but of management's ability to
discover how to realize the potentizal of its human resources.35
Whereas a central principle in theory X is the scalar prin-
cinle, i.e. direction and control through the exercise of au-
thhrity, the central principle in theory Y is that of integra-
tion, i.e. the creation of conditions such that the members of
the organization can achieve their own goals best by directing
their efforts toward the success of the enterprise. Though con-
cepts of integration and self-control are foreign to out thinking
about the employment relationship. these concepts imply that the
organization will be more effective in achieving its economic
objectives if significant adjustments are made to meet the needs
and goals of its members.36

CGiven these two defferent orientations and assumptions
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about workers, i,e., theory X and theory Y, let us go on to look

st their implications for management models and leadership styles.

MANACEMENT BODELS?:

Davis, ¥eith (as illustrated in figure 1) suggests four man-

agement models., The autocratic model depends ‘on power, uses

threat, and produces negative motivation. Under autocretic condi-
] tions, the employee orientation is obedience to a boss who has

the pover to hire and fire and upon whom employees are dependent
for direction. Management orientation isthat employees obey
orders. Davis goes on to suggest that this leadership style pro-
duces only moderate results at high human coats.37

In an attempt by employers to develop employee satisfac—
tions and security — and perhaps more productivity — the custo-
dial model of management evolved to improve employee conditions
and provide fringe benefits. The custodial approach depends on
economic resources to provide these benefits and provides some
degree of security as a motivation factor. lionetheless, Davis
suggests that this model engenders passive cooperation from em—
ployees but does not provide sufficient motivation for increased
productivity.38

While the autocratic and custodial models sre based on
theory X assumptions, the supportive and collegial models are
besed on theory Y. The supportive model is founded on Likert's

proposition that "The leadership and other processes of the
organization must be such as to ensure a maximum probability

that in =211 interactions and all relationships within the organi-
zation each member will, in the light of his background, values,
and expectations, view the experience as supportive and one which
puilds and maintains his sense of perscnal worth and imbortance.“39
The supportive model depends on leadership rather than power or
money; management orientation is to support the employee's Jjob
performance with the psychological result being feelings of par-

ticipation and task involvement in the organization. The manager's
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role is one of helping employees solve their problems and ac-
complish their work resulting in higher productivity and job
40
satisfaction. (See figure 1)

Finally, Davis, proposes the collegial model for dealing

with sclentific and professional employees. The collegial model
is applicable in situations in which there is umprogrammed work,
an intellectual environment, and relative job autonomy. The
collepial model depends on managements' building a feeling of
partnership among participants so that they feel a sense of con-
tribution and responsibility to the organization; managerial
orientation is toward teamwork. The manager's role is cne of
being "coach" and creating an enviromment in which employees
feel some degree of fulfillment and enthusiasm in job perfor-
mance.41

As demonstrated above, organizational theory provides as—
sumptions sbout workers, and these assumptions are reflected in
management models, in turn management models are translated in-
to leadership styles. Let us go on, then, to briefly examine

some theories of leadership.

LEADERSHIP STYLES:

While earlier theories of leadership focused on "traits" of
leaders or "exchange theories," These approaches did not pro-
vide an adequate over-all view of leadership. In the later 1960's,
Tred Fiedler developed a technigue to measure leadership style
and proposed two leadership models: 1) the human relations or
nlenient" style which is associated with the leader who does not
discern & great deal of difference between the most and least pre
ferred co-workers or who gives a relatively favorable deseription
of the least preferred co-worker, and 2) the task—directed or
nhard-nosed" style which is associated with the leader who per-
ceives a great difference between the most and least preferred co-
workery

After considerable testing, however, Fiedler decided that

D T T e
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there was no simple relationship between leadership style and
group performance and concluded that more attention had to be
given to situational variables. He developed a contingency medel
of leadership that considered both leadership style and the fol-
lowing situational variables; 1) the leader-member relationship,
which is the most critical variable in determing the situation's
favorableness; 2) the degree of task structure, which is the sec-
ond mest important imput into the favorableness of the situa-
tion; and 3) the leader's position of power obtained through for—
mal authority, which is the third most critical dimension of the
situation.43

lore recently the "path goal" leadership theory has come to
the force. George Poulos and his colleagues have looked st the
impact that leader behavicor has on subordinate motivation, satis-
faction, and performance. They suggest four major types or
styles of leadership behavior: 1) directive leadership - similar
to the authoritarian leader, subordinates know exactly what is
expected of them, specific directions are given by the leader,
and there is no participation by subordéinates; 2) supportive
leadership - the leader is friendly and approachable and shows
gentiine humen concern for subordinates; 3) participative leader—
ship — the leader asks for and uses suggestions from siubordinates
but still makes the decisions; and 4) achievement - coriented lea-
dership - the leader sets challenging goals for subordinates and
shows confidence in them to attain goals and perform well.44

The path goal theory suggests that various leadership styles
cen be used by the same leader in different situations; two
situational factors which have been identified at this point in
the theory =zre: 1) the personal characteristics of suberdinates,
and 2) the environmentzl pressures and demands facing subordi-
nates. Thus, contingent upon the situational factors. The leader
utilizes one of the four leadership styles in order to motivate
subordinates and engender satisfaction and parfbrmance.4

Finally, in regard to leadership styles, Likert sugcests
four systems of organizational leadership. These are illustrated
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in figure 2. Briefly, the manager who operates under z system 1
approach is very authoritarian and actually tries to exploit

-

subordinates. The system 2 manager is also authoritarian but

in paternalistic mamner; he keeps strict control and never dele-
gates te subordinates "in their own test interests." The system

3 manager uses a consulztive style, asking for and receiving par-
ticipation from subordinztes but maintaining the right to make the
final decision, The system 4 manager uses a democratic style,
giving somé direction to subordinates but providing for total
participation and decision by consensus and majorit:,-'.46 (See
figure 2)

Inherent in the preceding discussion of organizational theory,
management orientation models, and leadership styles is a central
issue, i.e., the motivation of workers in order to accomplish
organizational poals and maximize productivity.

Clearly, traditional theory, management models and leader—
ship styles based on theory X ignored, misinterpreted, or sim-
plified motivational factors. However, more recent management
models and leadership patterns are based on theory Y assumptions,
look carefully at worker motivation, and have stimulated consi-
derable study in this area. Let us, then, complete our progres-
sion by reviewing some of the theories of motivation,

PART 1 - SECTION C: MOTIVATIONAL PROCESS

MOTIVATION:

Backeground - Motivation, a complex concept, is defined be
Berelson, and Steiner.d7 as follows, "a motive is an inner state
that energizes, activates, or moves, and that directs or channels
pehavior toward goals." Luthans48 states that the key to under-
standing motivation lies in the meaning and relationship between
means, @rives and goals; he illustrates the motivation process
as follows:

NEEDS- L e GOALS
(Deprivation) (Deprivation with direction) (Heduction
of drives)
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He goes on to suggest that the following diagram illustrates the

3 ] : e 49
theoretical development of work motivation:
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and comparing two content models:  HNHaslow's hierarchy of needs
and Herzberg's two factor theory. According to Maslow, basic
needs are organized as follows: 1) physiological needs, e.g.
homeostasis, hunger, thirst, ets.; 2) safety needs, e.g. the need
to have a relatively safe, predictable, organized world; 3) be-
longingness and love needs, e.g. the need for affectionate rela-
tionships with people, for a place in a group; 4) esteem needs,
e.8. the need for self-respect and the respect of others, as well
as the need for confidence, independence, prestige, and recogni-
tion; and 5) self-actualization needs, e.g. the need and desire
of a man for self-fulfillment, namely, the tendency for an indi-
vidual to become actualized in what he has potential in, to become
everything he is capable of becoming.5

Extending the work of Maslow, Herzberg developed a specific
content theory of work motivation known as the two factor theory
of motivation. He concluded from his study that job satisfiers
were related to job content and job dissatisfiers were allied to

job content. Herzberg labelled satisfiers as motivators;
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dissatisfiers were labelled hygiene factors (or maintenance fac-—
tors). The laslow and Herzberg models can be illustrated as shown
in figure 3, As Davissl and Luthansszsuggest. Herzberg's theory
is closely related to lMaslow's need hierarchy. The hygiene or
maintenance factors are preventive and envirenmental in nature and
are roughly equivalent to Haslow's lower level needs. Only the
motivational factors motivate humans on the job; these are roughly
equivalent to Maslow's higher level needs, Thus according to
tlerzberg, an individual must have a job with a challenging content
in order to be truly motivated. (See figure 3)

Though lMaslow's and Herzberg's “factor or content" theories
are relatively easy to understand and for management to apnly,
nonetheless researchers found that they are too simplistic for so
complex a concept. Consequently, theorists went on to develon
"process" theories of work motivation which examined sueh factors
as effort, satisfaction, reward, and performance - and ithe rele-
tionships between these variables. (See figure 3) Though these
more recent models of motivation do not yet lend themselves to
application by manager, nonetheless they are important and a re-
view of motivational theory would not be complete without thenm.
Thus, let us begin a brief review of process theories beginning
eith the expectancy models which have made a significant contri-
bution to understanding the cognitive processes involved in work

motivation.
PROCESS THEORIES OF HOTIVATION:

The expectancy theory of motivation developed by Victor
Vroom in 1964 has its roots in the pioneering of cognitive con-
cents by Lewin and Tolman, Vroom's theory has become the most
widely accepted explanation of work motivation end serves as the
theoretical foundation for the research on performance — satis-
faction: The model is built around the concepts of valence, ex—
pectancy and outcomes, with the basic assumption being that

"choices made by a person among alternative courses of action
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are related to psychological events occurring contemporaneously
with the behavior.“S3 In this model, Vroom defines valence as the
strength of an individual's preference for a particular outcome;
expectancy is defined as the probability that a particular effort
will lead to a first level outcome. In summary, his theory sug—
gests that the strength of the motivetion to perform a2 certain act
will depend upon the algebraic sum of the products of the valences
for the ocutcomes times the expectancies. Vroon's model can be il-

lustrated as seen in figure 4,

———
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right GiIYecTion, DUT 1T G0EeS not give managers mucnh practical nelp
in solving their motivational problems., In addition, zlthough
satisfactions make en input into Vroom's concept of ¥alence and the
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are related to psychological events occurring contemporaneously

with the behavior.">~ In this model, Vroom defines valence as the
strength of an individual's preference for a particular outcome;
expectancy is defined as the probability that a particular effort
will lead to a first level outcome. In summary, his theory sug-
gests that the strength of the motivation to perform a certain act
will depend upon the algebraic sum of the products of the valences
for the outcomes times the expectancies. Vroom's pmodel can be il-
lustrated as seen in figure 4.

U =
A AR W _ Pr—— ——

FIQURE 4: From: Vroom, Victor. Work and Motivation. [New Yori:
John Willey and Sons, Inc., 1964,

Although the Vroom model recognized the complexities of work
motivation, it is relatively difficult to understand and apply.
Thus, from a theoretical standpoint it seems to be a step in the
right direction, but it does not give managers much practical help
in solving their motivational problems. In addition, slthough
satisfactions make an input into Vroom's coficépt of wvalence and the
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cutcomes have nerformance implications, it was not until orter end

Lawler refined and extended Vroon's model that the relationship

hetween satisfaction and performance was dealt with directly by 2
motivation model.
Porter and Lawler begin with the premise that motivation does

not equal satisfaction and, or periformance. Rather, they suggest
+hat motivation, satisfaction and performance are all separate

variables and are related in different ways than what was tradi-
tionally assumed. The illustration on the following page,

5, depicts the Porter — Lawler multivariable model and their con—

ception of the complex relationships between motivation, perforn—
ence and satisfaction.bg

As demonstrated in the model, squares 1, 2, and 3 &re basi-
cally the Vroom ecuation. Importantly, however, Porter and Lawler
suggest that effort does not directly lead %o perfornance, rather
it is mediated by abilities, traits, and role perceptions. Fur-

ther, they propose that after performance, the rewards that fol—

=3

low and how these revwards are perveived will determine satisfac-
+ion. In other words, the Porter - Lawler model suggests that per-

{ormance leads to satisfaction.
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outcomes have performance implications; it was not until orter and
Lawler refined and extended Vroom's model that the relationshin
between satisfaction and performance was dealt with directly by a
motivation rrac::del.s"t

Porter and Lawler begin with the premise that motivation does
not equal satisfaction and, or performance. Rather, they suggest
that motivation, satisfaction and performance are all separate
variables and are related in different ways than what was tradi-
tionally assumed, The illustration en the following page, figure
5, depicts the Porter - Lawler multivariable model and their con-
ception of the complex relationships between motivation, perform—
ance and satisfaction. 35

As demonstrated in the model, sguares 1, 2, and 2 are basi-
cally the Vroom equation. Importantly, however, Porter and Lawlepr
suggest that effort does not directly lead to performance, rather
it is mediated by abilities, trzits, and rcle perceptions. TIur-
ther, they provose that after performance, the rewards that fol—
low and how these rewards are perveived will determine satisfac-
tion. In other words, the Porter - Lawler model suggests that per-
formance leads to satisfactions

From: Porter, Lyman and Lawler, Edwa:-d. Manag_er:.al A'l:titudgs
and Performance. Homewood: Richard D, Irwin, Inc., 1968,
Page 165,
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In contrast to the complex Porter - Lawler expectancy model,
Smith and Cranny propose the most simplistie three-way relation-
ship between effort, satisfaction and reward as illustrated in the

A zid 56
following diagram.

Rewards

Performance

Efforts ©r intentions—e———————fSatisfactions

As shown, each variable in the corners of the triangle has casual
effects on the others, either individually or in combination.
However, as in the other expectancy models, the key to the Smith
and Cranny model lies in the concept of effort; performance is
affected only by effort, not by reward or by satisfaction. Per-
formance is centered in the ma@del and can influence rewards and
satisfactions, but can itself only be influenced by effort or in-
tention. Although the Smith and Cramny model effectively relates
the important variables of work motivation and has practical im-
plications for management, Luthan557 contends that it falls short
of the theoretical goals of full understanding, prediction, and
control, liowever, he goes on to suggest that both the content and
expectancy models, as well as the equity model to be considered
next, are additions to the better understanding of work motiva-
tion,

The equity model as a theory of work motivation is attri-
buted to Stacy Adams; the theory contends that a major input into
job performance and satisfaction is the degree of equity (or in-
equity) that people perceive in their work situation.

Utilizing the teruinoloty "person"to mean any individuel for
whom equity or inequity exists and “other" to mean any indivi-
dual with whom the person is in a relevant exchange relationship
or with whom the person compares himself, Adams contends that

"inequity exists for the person whenever he perceilves that the
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ratio of his outcomes to inputs and the ratio of the other's out-
comes to the other's inputs are unequal."s8 Inequity occurs
whens:

Person's outcomes Other's outcomes

Person's inmputs Other's inputs
or

Person's outcomes Other's outcomes

Person's inputs Other's inputs
and eguity occurs when:

Person's outcomes Other's outcomes

]

Person's imputs Other's inputs

Both the imputs and the outputs of the person and the other are
based upon the person's perceptions input variables might include
education, organizational position, qualification, how hard the
person works, etc.; outcomes woulld include rewards such as pay,
status, promotion, interest in the job, etc. In essence, the
retio is based upon the person's perception of what the person is
giving and receiving versus the ratio of what the relevent other
is giving and receiving., If the persen's perceived ratio is not
ecuazl to the other's, he will strive to restore the ratic to
equity. This striving to restore equity is, according to Adams
the explanation of work motivation. Although the equity theory
has achieved research validity, it has not yet reached the impd%—
tant goals of prediction and control for use by human resourge
managers,sg and thus, further research and develeopment of motiva-
tional theories and models is indicated.

In summary, through a literature review, we have traced the
evolution of orgenizational and management theory and reviewed
the assumptions about workers inherent inherent in these theories.
Ve then proceeded to examine management practices by reviewing
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management models and leadership styles. Finally we looked at a

core concept in the management process—motivation. Diagramatical-

1y, our progression has been as follows:
Organization and management theory

Assumptions about workers

¢

Hanagement models

Leadership styles

b

Hotivation of'emplayees
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PURPOSE OF THE RESEARCH:

Whereas traditional organization and management models uti-
lize & closed system, production oriented approach with a mechan-
istic view of workers, more recent theories and research on the
human relations and open systems approaches to management take
into account the human needs, values, and motivation factors of
employees. lonetheless, traditional management approaches may
still be utilized by health care managers and have negative im-
pact in regard to achieving both organizational goals and im-
ployee satisfaction. The purpose of this study, then, is to e-
licit basic attitudes and practices of health care administra-
tors and department directors in regard to the management theory,
assumptions, models, leadership styles and motivational factors

they utilize in health care management.
METHODOLOGY AND POPULATION:

A guestionnaire (refer to appendix 1) was distributed to ad-
ministrators and department directors at various hospitals and
community health centers in the S5t. lLouis area and southern part
of Tllinois, overall, 49 questionnaires were distributed and 28
were returned, The return rate of 57% is considered to be good.
The population was varied and thought to be a good cross section
of hospital and community health center managers. In the sample
population, however, the number of hospital administrators heav-
ily outweighed the.nUmber of health center'administrators.

ANALYSIS:

Data analysis will follow and will demonstrate if health care
administrators and department reads are:

1. 'basing their management practices 'on traditional or
.more recent management theory;

2, operating under theory X or theory Y assumptions a-
bout workers;
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3. Dbasing their management technigques on traditionzl
(autocratic/custodial) or more recent (democratic/
collegial) management models;

4. utilizing traditional (autocratic/directive) or more
recent (democratic/participative) leadership styles;
and

5. basing their motivational technigques on lower or
hirgher order needs of employees,

RESPONDENT PROFILE:
0f the 28 respondents, there are 21 from hospitals and 7
from health centers, 12 of them are administrators and 16 are de-—

partment directors.

Last educational level:

High school 3

Associate degree 5

College degree 11

Graduste degree 7

Post graduate degree 2

On the job management training: YES KO
26 2

MANAGEMENT THEORY:

Purpose: The first series of questions on the questionnaire
is designed to determine the organizational theories which admin-
istrators and department directors utilize in their management
practices, i.e., whether they base their practice on tradieion-
al or more recent organizational and management theory.

Questions; Questions 1, 3, and 4 are based on concepts of
traditional theories:

Question 1 - Administrative management
Guestion 3 — Scientific management
Question 4 - Bureaucratic management

Questions 2, 5 are based on more recent organizational and man-

agement theories:




36

tuestion 2 - Human relations management
Question & — Open systems management

Responses: The overall responses to this series of gues—

tions can be illustrated as follows:

QUESTION.NUMBER AND THEORY AGREE DISAGREE

QUESTION 1
ADMINISTRATIVE MANAGEMENT 97% 3%

QUESTION 2
HUMAN RELATION HANAGEMENT A4 56%

QUESTION 3

SCIENTIFIC MANAGEMENT 93% 7%
QUESTION 4
BUREAUCRATIC MANAGEMENT B7% 13%

QUESTION 5
OPEN SYSTEMS MANAGEMENT

wn
5
)
«

=R

Conclusion: The overwhelming majority of both administra-
tor and department heads strongly favor traditional management
concepts, while being almost equally divided in regard to the

human relations and open systems approaches to management.

Last educational level for those who disagreed and agreed
with cuestion 1, 3, and 4:

AGREE DISAGREE

HIGH SCHOOL e7% | 33
ASBOCIATE DECGREE 80% 20%
COLLEGE DEGREE 90% 10%
GRADUATE DEGREE 507 5O
POST GRADUATE DEGREE % 13%
ON THE JOB MANAGEMENT TRAINNING 92 8%
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Last educational level for those who disagreed and agreed

with question 2, and 52

High schogl 33% 675
Lssocizte degree 405 60%
College degree A5% 557
Graduate degree A2 58%
FPost graduste 100% (074
On the job management YES HO

training BO% 11%

MANAGEMENT ASSUMPTIONS:

Purpose: The second series of questions is designed to
determine if health care administrators and department dirgc-
tors operate on theory X or theory Y assumptions about employ-
ees, k.e. whether they base their management practice con tra-
ditional views of the workers or 'on more recent assumptions
about the nazture of workers and the integration of individual
and organizational goals.

-~

Guestions: Ouestion € is based on theory Y assump-—
tions; Questions 7 and & are based on the-
ory Y assumptions.

Responses: The overall responses te this series of ques-

tions are illustrated zs follows:

Question number
and assumption Agree Disagree

Cuestion 6
Theory Y 81% 19%

Question 7
Theory X 71% 29%

Question &
Theory X 84% 16%
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Conclusion: As demonstrated by the data, theory X assump-
tions (questions 7 and 8) were overwhelming agreed to by the
respondents with sgree answer for each theory's X guestion, and
also the majority of resvondents agreed to the theory Y zssump-
tion. In general, however, from this data it can be concluded
that administrators and department directors more often operate
on theory X assumptions.

Last educatienal level for those wiho agreed or disagreed

with question 6, 7, and 8:
Lgree Lisagree

Tich school 34% | 66
Associate degree 48 522
College degree T2% 28%
Craduate degree - 95% 1574
Post graduate 100% (64
On the job management trazining YES NO
| 87% 13%

HMANACEMENT MODELS:

Purpose: ‘The third series of cuestions is designed to de-
termine the management models, health care administrators, and
department directors are utilizing in their management practice,
i.e. whether they utilize more traditional models (autocratic
and custodial) or more recent models (supportive and colle-

gial).

Guestions: Ouestion @ — Collegial model - 'The worker
should view his relationship with his sup-
perior as that of a team member to a coach."
Question 10 — Autecratic model - "The worlker
should view his major responsibility as a
complying with or carrying out the direc~
tions provided by management."

Ouestion 11 - Custodial model - "The major
expnections a worker should have of his em-—
ployer are a fair salary, job security, and

adeguate working conditions,"
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Question 12 - Supportive model -~ "The worker should ex—
pect assistance from his superior in solving his pro-
blems in order to accomplish his work."

Responses: The overall responses to this series of dues—

tions can be illustrated &s fellows:

Question number

znd model Agree Disggree
Ouestion 9

Collegial model AS% 55%
Cuestion 10

Autocratic model 75% 25%
Question 11

Custodial model 87% 13%
Cuestion 12

Supportive model 90% 10%

Conclusions: As demonsitrated by the data, health care ad-
ministrators and department heads appear to give credence to key
factors in three of the four management models, #.e. the auto-
cratic, custodial, and supportive models, The only model which
did not have overwhelming agreement is the collegial model which
views workers as team members who will assume responsibility for

accomplishing work if challenging goals are set:

Agree Disagree

High school 44% 56%

Asspciate degree 7 26%, Last educational
= - - level:

College degree 88% 12

— ; s - For guestion

Graduate degree L 5% 1 number 9, 10, 11

Post graduate 5% #b% | and 12

On the job management | YES HO

trai ning 92% 87
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In addition to strongly favoring concepts in the autocra-
tic and custodial management models, health care managers also
subscribe to a major concept in the supportive model, i.,e., the
worker should expect assistance from his superior in selving

problems in order to accompldsh his work.
LEADERSHIP STYLES:

Purpose: This fourth series of questions is designed to
determine the predominant leadership styles utilized by health
care administrators and department directors, i.e. whether they
are autocratic/directive or participative/democratic/achieve-
ment oriented leaders.
Questions: Questions are based on traditional and more
recently developed concepis in repgard To leadership styles. |

Question 13 - Achievement oriented leadership ‘
Question 14 — Directive leadership

Question 15 — Supportive leadership |
Question 16 - Autocratic leadership

Question 17 - Democratie leadership

Responses: The overall responses to this series of ques-—

tions are illustrated in the diagram below:

Question number and

leadership styles Agree Disagrece
Question 13

Achievement - oriented 49% 51%
Question 14

Directive 98% 2%
Question 15

Supportive 54% AG%
Question 16

futocretic 49% 51%

Question 17
Eemocratic 57% 435%
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Agree Disagree

High school 45% 555

t educational Associatée degree T7% 237

level: E = o

College degree 81% lgi

For questions - — —

numbers 12, 14, Graduate degree 85t 15%

15, 16, and 17 Post graduate 50% 50%
On the job management YES 10

training ~ 95% 5%

Conclusion: As documented in the data, responses to achieve-
ment oriented leadership are virtually equally divided between
agree and disagree, demonstrating that there is not a strong
preference for this approach. In contrast, the directive
approach is strongly favored with 98% of the respondents agree-
ing that specific expectations and directions should be given
by managers. The supportive approach is also fairly evenly
divided with 54% agreeing that & manager should be friendly and
approachable and 46% disagreeing with this approach. The auto-
cratic approach, #.e. the menager assumes sole responsibility
for defining and solving department problems, again found the
respondents fairly well divided, with 48% favoring the approach
and 51% disagreeing. Finally, the democratic approach received
the support of 574 of the respondents, though 43% disagreed with
the concept that managers should always ask for and use the ideas
of subordinates. Overall, the traditional directive approach
seemed favored, though other supportive democratic approaches

also had significant support.

VOTIVATIONAL FACTORS IH MANACEMENT:

Purpose: The fifth series of questions is designed to de-
termine what Factors administrators and department directors
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perceive are motivation factors for employees, i.e. whether
health care managers recognize both lower and higher level human
needs and motivational factors.
Questions: Questions are based on lower level and higher
level needs of workers.,

Questions 18 and 20 reflect lower level needa, e.g.
monetary reward and security. Questions 19 and 21

relate to higher level needs, e.g. 2 sense of respon-—
sibility and accomplishment.

Responses: The overall responses to this series of gues-

tions are illustrated below:

Question and level Agree Disagree
of needs

Question 18 ) 22
Lower level needs 91% os
Cuestion 19 2 J
Higher level needs 984 e
Question 20 N
Lower level needs Q0% 10%
Question 21

Hicher level needs e2% 18%

Conclusion: As demonstrated by the data, all four gues-
tions relatimg to motivation factors were overwhelmingly an-—
gwered in agreement. The most disagree responses invelved the
importance of status in motivation workers, with 18% of the re-
spondents believing that it is not a significant metivating fac-

Gors Agree Disagree

High sch@ol 90% 10%
Associate degree 93% 7%
College degree Q8% | 4%
Graduate degree 95% 5%
Post graduate 100%5 o 0%
On the job management | YES (0]
training ag% 2%
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It should be noted that question 22 is on leadership style
and the findings of question 22 is similar to findings of gques-

tions 13-17.

EMPLOYEE PARTICIPATION IN EVALUATION:

Purpose: Finally, one last question will be analyzed; and
that is "What is the role of the employee in his won evaluation
process?"

Question 23 - "In eveluztion your employees (and set—

ting goals) which of the following approaches do rou take?"
Ansvier "A" reflects a participative management style.
Answer "B" preflects an autocratic management style.

Answer "C" reflects an autocratic management style.

Respeonses: Responses to the zbove question are illustrated

as follows:

Cuestion number
and model Percent of responses
23 = A
Participzative 25%
23 - B
Autoceatic 16%
-
23 =C
Autoeratic (51

Conclusion: According to the data, a large majority (75%)
of health care administrators and department directors do not
afford their employees significant imput inte their own evalua-

tion process.

SECTION IIZ: AMALYSIS QF RESEARCH FINDIHNGS:

lanagement theories: From the survey findings, it is
clear that health care mansgers are more likely to utilize
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traditional versus modern theories of organization and manage—
ment, Responses to questions which purpose concepis in adminis—
trative, bureaucratic, and scientific management were overwhelm—
ing agreed to by respondents, while more than half of the re-
spondents disagreed with the open systems approach to management.
It is concluded, then, that health care managers strongly focus
on task management and organizational structure of the organiza-
tion and place less importance on the human problems; which I
think it is because of today's bad economy.

Management-assumption: As demonstrated in the survey data.
The majority of health care managers agree with ‘theory X assump—
tions. While the majority of respondent alsc agreed with the
theory Y assumption. But over all there are more managers who
support theory X, In general, then, health care managers focus
their management assumptions more strongly on the goals of the
organization and the need to provide direction and control for
workers, than on the abilities, ingenuity, potential contribu-
tions, and needs of employees.

lanagement models: The data demonstrated that health care
managers strongly agree to traditional models (autocratic and
custodial), have mild agreement with supportive model, and do
not subscribe teo the collegial management model. On the balance
between traditional and modern management models, it is evi-
gent that health care administrators and department directors
utilize traditionzl models, and only have mild confidence in
the supportive model,

Leadership styles: The directive leadersliip concept was by
far the most popular with 98% of the respondents agreeing; The
supportive and democratic leadership styles obtained over 50%
of agree responses; and the achievement orfented style obtained
less than 50% of agree responses.

Motivation factors: While all factors relating te motiva-
tion were viewed by the respondents as important, lower level
needs clearly were viewed as the most important.

Practical application of management practice: Finally, in
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the question which addressed the method managers utilize in eval-
uation of imployees, majority of administrators and department
directeors utilize a directive rather than a participative approach.
Rather than allowing employees to examine their own performance,
75% of the health care managers formulsted their employee evalu-
ations independent of employee input.

CONCLUSION:

As demonstrated in the data,; it must be concluded that a
significant percentage of health care administrators and de-
partment directors base their management practices on a more
traditional, production criented framework, than on more recent
emnloyee—centered concepts. From my stand point this result is
somewhat understandable because of hard economic times, but it
should not go very far, because in health care settings, the
importance of attending to humen needs is particularly crucial-
not only in terms of providing health care workers and profes-
sionals with a positive, cooperative worlk atmosphere which is
sensitive to the needs of patients seeking care. Thus, it
would seem particularly important that health care workers, many
of whom have direct responsibility in patient care, physicians,
nurses, social workers, technicians, etc,, who are meeting
human needs of patients, have a work atmosphere that recog-

nizes their needs as well.
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As a graduate student in Health Care Administration, I am

gathering data concerning management approaches and practices
utilized by administrators and department directors in health
cere settings. The data will be used in my thesis.

I appreciate your willingness to complete the attached
questionnzire. The guestions are designed to determine some of
your particular approaches, attitudes, and practices in managing
health care workers.

This is an anonymous study. Your name and your organiza—
tion will not be identified in this research.

Thank you for your cooperation,



Setting Position

Hospital Administrator High School
Health center Dept. Director Associate degree
Other Hame of department - College degree

Graduate degree

Post Graduate
Have you had on the job management trainning?

Yes o

1. Fitting people to the organizational structure and making re-
sponsibility equal in measure with authority are important man-
agement tasks.

Agree ___ Disagree

2. In managing workers, it is important to place emphasis on the

human problems of workers rather than on production.

1 SAgree ____Disagree
3. Dividing workers into departments based on functional spe-
cialization, developing rules, governing the rights and duties
of viorkers, and developing a system of procedures for performing
the work are extremely important management tasks.

. Agree ____ Disagree
4. The most important tasks for management are standardizing
the best method for perfoming a job, choosing workers to fit spe-
cific jobs, and training workers to perform their jobs effici-
ently.

. Ahgree _ . Disagree
5, Recognizing that the organization is a social system that
interacts with its environment and dealing with the demands,
expectations, and cultural norms of workers are essential man-—
zgement tasks,

_ . Agree _____ Disagree
6. The average employee demonsirates a desire to assume re-—
sponsibility and has a significant degree of ambition.
Agree __ Disagree




7+ . The two most important needs a job satisfies a worker are mone-
tary reward and security.

DO ____ Disagree
&8, The average employee requires specific directions, guide-—
lines, and controls to help him meet the expectations of his
Jjob.

4 NAgTeR __ . Disagree
9. The worker should view his relationship with his superior
as that of a team member toc a coach.

Cziny Agpes ___u Disagree
10, The vwiorkers should view his major responsibility as a com—
plying with and carpying out the directions provided by manage-
ment,

- Agree _____Disagree
11, The major expectabions a worker should have of his employer
are a fair salary, jcb security, and adeguate working conditions,

_ i Agree _____Disagree
12. The worker should expect assistance from his superior in
solving his problems in order to accomplish his work.

.. Agree . Disagree
13. Setting challenging goals and showing confidence in sub-
ordinates will ensure that werk will be accomplished.

_ st iAgres _-. _Disagree
14. A manager should let workers know exactly what is expec—
ted of them and provide specific direction.

Agree _____bBisagree

15, A manager should be friendly and approachable to his sub-
ordinates.
Agree _____Diaagree

16. A manager, based on his knowledge and esperience, should

assume sole responsibility for defining and solving problems in
his department.
Agree Disagree



17. In solving department problems, a manager should alwavs
ask for and use the ideas of subordinates.

Agree ____ Disagree
18. Providing workers with monetary reward and job security is
important in motivating workers.

Agree Disagree

19. Providing workers with a sense of responsibility and a

sense of accomplishment is essentizl in motivating workers.

Apree .. Disagree

20. Good working conditions and fringe benefits are very im—
portant in motivating workers.

Agree ____ Disagree

2l. Providing status is an important factor in motivating em-
ployees.

__ . hAgree ____ Disagree
22, When you have a management decision to make, which of the
following appreoaches do you take?

a. Define the situation, always asking and using sub-
ordinate recommendations.

b. Carefully evaluate the situation, formulate my de-
cision and present it to my employees for ques—
tions and comments.

c. Analyze the situation, make the decision, and share
the decision with my employees.
d. Analyze the situation, present it to my employees for
their opinions and then make my decision.
23. In eveluation your employees and setting goals, which of
the following approaches do you use, (Select one from a2 through
c and one from d through e).

a. I prepare an evaluation, my employee prepares a self
evaluation, and we meet the mutually discuss the eval-
uations,

bs I prepare an evaluation and submit it to my employee to
review and sign.

c. I prepare an evaluation of my employee, discuss it with
him, and invite questiens and comments.




Q.

T suggest goals for the employees to work toward and
we discuss them.

I zllow my employee to set his own goals if they are
in keeping with the needs and goals of the organi-
zation/department.
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