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LEARNING OBJECTIVES 

mi Define the theoretical processes of learning: behavioristic, cognitive, and social,\oi.:lai 
cognitive. 

I!!! Discuss the principle of reinforcetnent, with special attention given to the law of effect, 
positive and negative reinforcers, and punishment. 

1111 Analyze organizational reward systeins, emphasizing both inonetary and nonfinanda! 
rewards. 

1a Present the steps and results of behavioral performance manage1nent, or organizational 
behavior modification (O.B. Mod.). 

In a sense, this whole text on organizational behavior is concerned vvith the i,.vhut anU how 
of managing and leading people for high petformance in today's organizations. Certain!) 
many of the chapters (e.g., Chapter 4 on reward systems, Chapter 6 on motivation, Chapter 
7 on positive organizational behavior, and all of the chapters in Pa1i Three) are directly. or 
at least indirectly, concerned with how to manage oneself and human resources 1nore ellec· 
tively. The same could be said of popular teclmiques that have strong consulting advocates 
such as the late Edwards Deming's "Total Quality Management," Steven Covey's '"The 
Seven Habits of Highly Effective People," or Peter Senge's "Learning Organizations." A~ 
was pointed out in the Chapter I discussion of the evidenced-based approach taken by thls 
text, purely academic approaches may not be directly applied enough, and the popular writ· 
ers' techniques tend to be "'quick fixes" and "fads" without research backup that come\\ itl1 
a splash and then, unfortunately, go. In contrast, this last part of the text again takes an evi
denced-based (theoretical foundation, research supported and sustainable. effective arpli· 
cation techniques) approach to managing and leading for high perforn1ance. In parlicul3r. 
this chapter on behavioral management meets the evidence-based criteria. As one bchuv
ioral management advocate strongly points out: 

Behavior Performance Management is not a good idea to be tried for a while and then 
cast aside for some other good idea. It is a science that explains how people behave. !t 
cannot go away anymore than gravity can go avvay. In a changing world. the science or 
behavior n1ust remain the bedrock, the starting place for every decision V..T make. evel'y 
new technology we apply, and every initiative we employ in our efforts to bring out the 
best in people. 1 

The purpose of this chapter is to provide an overview of learning theory and evidence
based principles and guidelines that serve as a foundation and point of departure for pre
senting the behavioral management approach. The frrst section su1nmarizes the widely rec
ognized theories of learning: behavioristic, cognitive, and social/social cognitive. Ne.XL Llic 
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principles of reinforcement and punishment are given attention, followed by a discussion 
of both monetary and nonfinancial rewards. The last part of the chapter is devoted specifi
cally to behavioral management. Both the steps of organizational behavior modification, or 
O.B. Mod., and the results of its basic research and application are given attention. 

LEARNING THEORY BACKGROUND 

Although 1earning theory has not been as popular in organizational behavior as motivation 
or personality theories, both scholars and practitioners would agree on its importance to 
both the understanding and the effective development and management of human 
resonrces. In fact, practically all organizational behavior is either directly or indirectly 
affected by learning. For example, a worker's skill, a manager's attitude, a staff assistant's 
iuotivation, a salesperson's optimism and confidence, and an accountant's 1node of dress 
are all learned. With the application of learning processes and principles, employees' 
behavior can be analyzed and managed to improve their performance.2 

The most basic pnrpose of any theory is to better understand and explain the phenom
enon in question. When theories beco1ne perfected, they have universal application and 
should enable prediction and control. Thus, a perfected theory oflearning would have to be 
able to explain all aspects of learning (how, when, and why), have universal application 
(for example, to children, college students, managers, and workers), and predict and con
trol learning situations. To date, no such theory of learning exists. Although there is general 
agreement on some principles of learning-such as reinforcement-that pennit prediction 
and control, there is still a degree of controversy snrrounding the theoretical understanding 
of learning in general and some of the principles in particular. This does not mean that no 
attempts have been made to develop a theory of learning. In fact, the opposite is true. The 
most widely recognized theoretical approaches incorporate the behavioristic and cognitive 
approaches and the emerging social cognitive theory that Chapter 1 indicated serves as the 
conceptual framework for this text. An understanding of these learning theories is import
ant to the study of organizational behavior in general and behavioral perfmmance manage-
1nent in particular. 

Behavioristic Theories 

The most traditional and researched theory of learning comes out of the behaviorist 
school of thought in psychology (see Chapter I). Most of the principles of learning and 
organizational reward syste1ns, covered in Chapter 4, and the behavioral performance man
agement approach discussed in this chapter are based on behavioristic theories, or behav
iorism. 3 

The classical behaviorists, such as the Russian pioneer lvan Pavlov and the American 
John B. Watson, attributed learning to the association or connection between stimulus and 
response (S-R). The operant behaviorists, in particular the well-known American psychol
ogist B. F. Skinner, give more attention to the role that consequences play in learning, or 
the response-stimulus (R-S) connection.4 The emphasis on the connection (S-R or R-S) has 
led some to label these the connectionist theories ofleaming. The S-R deals with classical, 
or respondent, conditioning, and the R-S deals with instrumental, or operant, conditioning. 
An understanding of these conditioning processes is vital to the study of learning and 
serves as a point of departure for understanding and modifying organizational behavior. 
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Classical Conditioning 

Pav1ov's classical conditioning experiment using dogs as subjects is argucibly the "' 
gle most famous study ever conducted in the behavioral sc.iences. A simple sur(Jical '

1
"' 

b rrl).\.'"' 
<lure permitted Pavlov to measure accurately the amount of saliva secreted by a dol!. \\'I ~.-
he presented meat powder (unconditioned stimulus) to the dog in the experiment c I'· :en 

' <l\i{)\ 
noticed a great deal of salivation (unconditioned response). On the other hand ii•li • , 

' l !1 II<." 

merely rang a bell (neutral stimulus), the dog did not salivate. The next step taken by p,
11

• 

lov was to accompany the meat with the ringing of the bell. After doing this a numh..;r· of 
times, Pavlov rang the bell without presenting the meat. This time, the dog salivated tu the 
bell alone. The dog had become classically conditioned to salivate (conditioned rcspoihc) 
to the sound of the bell (conditioned stimulus). Thus, classical conditioning can be ckii 11 ,d 
as a process in which a formerly neutral stimulus, when paired with an unconditioned siirii

ulus, becomes a conditioned stimulus that elicits a conditioned response; in other 1-vurd, 
the S-R (i.e., bell-saliva) connection is learned. The Pavlov experiment was a major br"'': 
through and has had a lasting impact on the understanding oflearning. 

Despite the theoretical possibility of the widespread applicability of classical co 11 J1• 

tioning and its continued refinement and application to areas such as modern 1narkctirig_,.1 
most contemporary learning theorists agree that it represents only a very small part ol tot 11 J 

human learning and behavior. Skinner in particular felt that classical conditioning expl<11111 
only respondent (reflexive) behaviors. These are tbe involuntary responses that are el ic itcd 
by a sthnulus. Skinner felt that the-more complex, but common, human behaviors cannot 
be explained by classical conditioning alone. When explaining why he was abandoning 11 

stimulus-response psychology, Skinner noted, "The greater part of the behavior ol 1111 

organism was under the control of stimuli which were effective only because they wcr·e 
correlated with reinforcing conSequences.'i6 Thus, Skinner, through his extensive research. 
posited that behavior was a function of consequences, not the classical conditioning elicit, 
ing stimuli. He felt that most human behavior affects, or operates on, the enviromnent to 
receive a desirable consequence. This type of behavior is learned through operant condi~ 
tioning. 

Operant Conditioning 

Operant conditioning is concerned primarily with learning that occurs as a conse
quence of behavior, or R-S. It is not concerned with the eliciting causes of behavior, 8S 

classical, or respondent, conditioning is. The specific differences between classical and 
operant conditioning may be summarized as follows: 

1. In classical conditioning, a change in the stimulus (unconditioned stimulus to condi
tioned stimulus) will elicit a particular response. In operant conditioning, one pa1ticu
lar response out of many possible ones occurs in a given stimulus situation. The 
stimulus situation serves as a cue in operant conditioning. It does not elicit the 
response but serves as a cue for a person to emit the response. The critical aspect or· 
operant conditioning is what happens as a consequence of the response. The strength 
and frequency of classically conditioned behaviors are detennined mainly by the fre
quency of the eliciting stimulus (the environmental event that precedes the behavior). 
The strength and frequency of operantly conditioned behaviors are detennined mainly 
by the consequences (the environmental event that follows the behavior). 
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TABLE 12.1. Examples of Classical and Operant Conditioning 

;i-,e individual: 

fr,e ir,dividual: 

Classical Co.nd1t10mng 

(S) (R) 
Stimulus -----------1.,.._Response 
is stuck by a pin 
is tapped below the kneecap 
is shocked by an electric current 
ls surprised by a loud sound 

Operant Conditioning 

(R) 

ftinches 
flexes lower leg 
jumps/screams 
jumps/screams 

(S) 
Response-----------1 ..... Stimulus 
works 
talks to others 
enters a restaurant 
enters a library 
increases pmductlvity 
completes a difficult assignment 

is paid 
meets more people 
obtains food 
finds a book 
receives merit pay 
receives praise and a promotion 

2. During the classical conditioning process, the unconditioned stimulus, serving as a 
reward, is presented every time. In operant conditioning, the reward is presented only 
if the organisn1 gives the correct response. The organism must operate on the environ
ment (thus the term operant conditioning) in order to receive a reward. The response 
is instrumental in obtaining the reward. Table 12.l gives some simple examples of 
classical (S-R) and operant (R-S) conditioning. 

Operant conditioning has a much greater impact on human learning than classical con
ditioning. Today, even though Skinner died in 1990, be remains somewhat controversial7 

and his views are commonly misrepresented, 8 the operant theory is still being refined and 
expanded,9 historical analyses recognize some limitations but also definite contributions, 10 

and applications are being made in areas such as marketing 11 and performance manage
inent.12 Operant conditioning also explains, at least in a very simple sense, much of orga
nizational behavior. For example, it might be said that employees work eight hours a day, 
five days a week, in order to feed, clothe, and shelter themselves and their families. Work
ing (conditioned response) is instrumental in obtaining the food, clothing, and shelter. 

Some significant insights can be gained directly fro1n operant analysis. The conse
quences of organizational behavior can change the environmental situation and greatly 
affect subsequent employee behaviors. 13 Managers can analyze the consequences of orga
nizational behavior to help accomplish the goals of prediction and control. Some organiza
tional behavior researchers are indeed using the operant framework to analyze specific 
areas such as escalation of co1runitment (where a tendency of decision makers is to "throw 
good money after bad") 14 as well as more generally the effectiveness of managers at 
work. 15 In addition, this theory serves as the framework for operationalizing much of 
behavioral perfonnance management presented in this chapter. 

Cognitive Theories 

As was covered in Chapter 1 for understanding organizational behavior in general, the 
cognitive theories can also be used to understand learning and, especially as an input into 
social and social cognitive theories, to better understand behavioral performance manage-
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ment. 16 Edward Tolman is widely recognized as a pioneering cognitive theorist 11 •.• 
that cognitive learning consists of a relationship between cognitive environmental c. t k·H 

• • ' lies ;1n;,J 
expectat1011. He develope~ and tested this the~ry through controlled experimentittiori In 

fact, even though behav1or1sts are mostly associated with animal subjects in their rc'.'ic;irc-h 

Tolman was one of the first to extensively use the now-famous white rat in psycholo<>iv·; 
experiments. He found that a rat could learn to run through an intricate maze with Pt 

1
.' '• 

, I Pthl' 
and direction, toward a goal (food). Tolman observed that at each choice point in the 

1111111 
expectations were established. In other words, _the rat learned to expect that certain cu!!rli· 

tive cues associated with the choice point might eventually lead to food. If the rat aC1L1: 1111 
received the food, the association between the cue and the ·expectancy was strengthcncj. 
and learning occurred. In contrast to the S-R and R-S learning in the classical and opcr<tnt 
approaches, Tolman's approach could be depicted as S-S (stimulns-stimulus), or lccirnin,, 
the association between the cue and the expectancy. -

ln another early, classic study to demonstrate cognitive learning, Wolfgang Kuhkr 
nsed chimps presented with a problem of obtaining an out-of-reach suspended banana .. ·\t 
first the chimps attempted to jump for it, but soon gave up and seized a box that had been 
placed in another part of the room, dragged it under the object, mounted it, and took Jo 1111 

the fruit. Kohler ca!Jed this more complex learning "insight." The solution to the prob kin 
appeared as a whole, not as a series, gradual shaping of new responses as the opt·r~11i( 
approach would suggest. At the time (1927), famous social philosopher/critic Berirand 
Russell concluded, "there are two ways of learning, one by experience, and the other b\ 
what Kohler calls 'insight. "'17 · 

Besides being the forerunner of modern cognitive theory, Tolman's S-S conncctio11 
and Kohler's insightful learning also had a great impact on the early human relations 111ove
ment. Industrial training programs starting after World War II (and in many respects still 
today) drew heavily on their ideas. Programs were designed to strengthen the relatit111sl111• 
between cognitive cues (supervisory, organizational, and job procedures) and wor~cr 

expectations (incentive payments for good perfonnance). The theory was that the worker 
would learn to be more productive by building an association between taking orders or lirl· 
lowing directions and expectancies of monetary reward for this effort. The same is true r(11 

the creativity, problem-solving groups that have been so popular over the years; they hci vc 
drawn heavily from the notion of insightful learning. 

Today, the cognitive sciences focus more on the structures and processes of hu1nc1n 
competence (for example, the role of memory and information processing) rather than lH 1 

the ac2Uisition and transition processes that have dominated learning theory e~pla11a
tions.1 In organizational behavior, the cognitive approach has been applied mainly tir 
motivation theories. Expectations, attributions and locus of control, and goal setting (whicl1 

are in the forefront of modern work motivation) are all cognitive concepts and represent ti i.: 
purposefulness bf organizational behavior. Many researchers are currently co.ncer(~icd 
about the relationship or connection between cognitions and organizational behavior. 

Social Learning and Social Cognitive Theory 

As brought out in Chapter I, social learning theory served as the conceptua_l frame· 
work for the past several editions of this text. However, similar to the theory build in~'" 
social psychology, primarily from the extensive work of widely recognized psycliolo~i;t 
Albert Bandura, 20 this edition of the text and this overview of learning recognizes the evo· 
lution to the more comprehensive social cognition. After first recognizing social learning. 
the discussion turns to social cognition and its derivatives of modeling and self-efficaC) 

, 
' 
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Social Learning 

This theoretical approach to learillng was the first to combine and integrate both behav
iorist and cognitive concepts and emphasized the interactive, reciprocal nature of cognitive, 
behavioral, and environmental determinants. It is important to recognize that social learillng 
theory recognizes and draws from the principles of classical and operant conditioning. But 
equally important is the fact that social learning theory went beyond classical and operant 
theory by recognizing that there is more to learning than dfrect learning via antecedent stim
uli and contingent consequences. Social learning theory posits that learning can also take 
place via vicarious, or modeling, and self-control processes (see Chapter 1 ). Thus, social 
learning theory agrees with classical and operant conditioning processes, but says they are 
too limiting and adds vicarious, modeling, and self-control processes. 

Social Cognition 

This theory has emerged in recent years to go beyond social learning theory. Social 
cognitive theory extends learning and/or modifying behavior by giving more attention to 
the self-regulatory mechanisms. Specifically, as was presented in Chapter I, social cogni
tive theory identifies five capabilities that people use to initiate, regulate, and sustain their 
behavior:(!) symbolizing, (2) forethought, (3) vicarious/modeling learning, (4) self-regu
lation, and (5) self-reflection.21 These human capabilities recognize cognitive processes, 
social learning, and self-efficacy. A closer look at social learning through the social cogni
tive derivatives of modeling and self-efficacy can lead to the better understanding oflearn
ing and contribute to the theoretical underpinning of behavioral perfonnance management. 

Modeling Processes 

The vicarious, or modeling, processes essentia1ly involve observational learning. 
"Modeling in accordance with social learning theory can account for certain behavior 
acquisition phenomena that cannot be easily fitted into either operant or respondent condi
tioning."22 

Many years ago, Miller and Dollard suggested that learning need not result from dis
crete stimulus-response or response-consequence connections. Instead, learning can talce 
place through imitating (i.e., modeling) others. Bandura states: 

Although behavior can be shaped into new patterns to some extent by rewarding and 
punishing consequences, learning would be exceedingly laborious and hazardous if it 
proceeded solely on this basis .... [It] is difficult to in1agine a socialization process in 
which the language, mores, vocational activities, fatniiial customs and educational, reli
gious and political practices of a culture are- taught to each new member by selective 
reinforcement of fortuitous behavior, without benefit of models who exemplify the cul
tural patte1ns in their own behavior. Most of the behaviors that people display are 
learned either deliberately or inadvertently, through the influence of example.23 

Bandura has done considerable research demonstrating that people can indeed learn 
from others.24 This learning takes place in two steps. First, the person observes how others 
act and then acquires a mental picture of the act and its consequences (rewards and punish
ers). Second, the person acts out the acquired hnage, and if the consequences are positive, 
he or she will tend to do it again. lfthe consequences are negative, the person will tend not 
to do it again. These positive and negative consequences, of course, are where there is a tie-
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in with operant theory. But because there is cognitive, symbolic representation of the nH J_ 
eled activities instead of discrete response-consequence connections in the acquisition) _ 
new behavior or modifying existing behavior, modeling goes beyond the operant explan'.'

1 

tion. In particular, Bandnra concludes that modeling involves interrelated subproces .
1 

:), t~ 

such as attention, retention, and motoric reproduction, as well as reinforcement. · 

Self-Efficacy 

Although given detailed attention in Chapter 7 as a key positive construct in psyclw. 
logical capital, self-efficacy has also been recognized as a construct in behavioral perl\Ji. 
mance management.25 Bandura has defined self-efficacy as the "beliefs in 011 1.:·.~ 
capabilities to organize and execute the courses of action required to produce given all;iin

ments."26 In particular, when faced with a specific task or job, an employee's efficacy will 
determine whether the necessary behavior will be initiated, how much effo1t will lw 
expended and sustained, and how much persistence and resilience there \Vill be when thcri.: 
are obstacles or even failure.27 In other words, people who believe they can perform \veil 
on a task (high self-efficacy) do better than those who think they will fail (low self-elTr. 
cacy). Importantly for the field of organizational behavior, a stream of research studie1 
meta-analyzed has found a strong relationship between self-efficacy and work-related per
formance.28 Also, those with high self-efficacy have the tendency to remain cairn in a 
stressful situation.29 In other words,-there is considerable evidence that those e1nployccs 
with high self-efficacy tend to persevere and end up doing a good job without suffering 
stress or burnout. Unlike predisposed personality traits, efficacy is a state that can h..: 
trained and developed. As discussed in detail in Chapter 7, the input into efficacy is recog 
nized to be mastery experiences, vicarious/modeling learning, social persuasion, and phys
iological/psychological arousaI.30 Both managers and their employees who experience 
success, are trained through modeling, and are encouraged and aroused on a given task or 
job, will have their efficacy enhanced and will perform well. There seems to be consiclc1·
able practical implications for understanding and developing self-efficacy in managers rn1J 
employees for performance improvement. 31 

PRINCIPLES OF LEARNING: 
REtNFORCEMENT AND PUNISHMENT 

Reinforcement and punishment play a central role in the learning process and provide 
evidence-based principles for behavioral performance management. Most learning ex pens 
agree that reinforcement is more important than pW1ishment and is the single most in1pon
ant concept and application principle. Yetthere is still some controversy over its theoreticul 
explanation. The first theoretical treatment given to reinforcement in learning and tile 
framework that sti!l dominates today is pioneering psychologist Edward Thorndike's clas· 
sic law of effect. 

Laws of Behavior 

In Thorndike's own words, the law of effect is simply stated as follows: "Of sevei,d 
responses made to the same situation, those which are accompanied or closely followed b~ 
satisfaction [reinforcement] ... will be more likely to recur; those which are accompanie 
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or closely followed by discomfort [punishment] ... will be less likely to occur." From a 
strictly empirical standpoint, most behavioral scientists, even those with a strict cognitive 
orientation, generally accept the validity of this law. It has been demonstrated time after 
time in highly controlled learning experiments and is directly observable in everyday learn
ing experiences. Sometimes called the laws of behavior, desirable, or reinforcing, conse
quences will increase the strength of the preceding behavior and increase its probability of 
being repeated in the future. Undesirable, or punishing, consequences will decrease the 
strength of the preceding behavior and decrease its probability of being repeated in the 
future. Sometimes a third law is added: If the behavior is followed by no consequence (nei
ther a positive nor a negative contingent consequence) the behaviOr will extinguish over 
time (thus this is called the extinction principle or law).32 

Critique of Reinforcement Theory 

Although there is wide acceptance of the laws of behavior, there may be some occa
sions when a person's cognitive rationalizations might neutralize them. For example, peo
ple with inaccurate self-efficacy beliefs may not be affected by the consequences of their 
actions. In the workplace, this is a real problem for managers. Those with inaccurate or 
false self-efficacy beliefs who experience perfonnance failures time after time will not 
learn from their mistakes or respond to the manager's comments on how to correct the 
problem. They have high self-efficacy (they believe that their behaviors are appropriate to 
successfully accomplish the task), but they are wrong.33 Jn addition to this type of cogni
tive processing that may neutralize the law of effect, there is some disagreement when it is 
carried a step further and used as an overall theory or an absolute requirement for learning. 

Both Tolman' sand Kohler's classic studies providing initial support for cognitive the
ories, presented earlier, discounted the need for incremental reinforcement as necessary for 
learning to occur. For example, Tolman conducted place learning, latent learning, and 
transposition experiments in an attempt to demonstrate that reinforcement was not a pre
condition for learning to occur. Specifically, in the place learning be trained a rat to tum 
right in a T maze in order to obtain the reward of food. Then he started the rat from the 
opposite part of the maze. According to operant theory, the rat should have turned right 
because of past conditioning. However, the rat turned toward where the food had been 
placed. Tolman concluded that the behavior was purposive; the rat had formed a cognitive 
map to figure out how to get to the food. Over time, the behaviorists were able to counteract 
Tolman's studies with more controlled (e.g., sterile mazes, etc.) experiments, and Kohler's 
conclusions about insight were also explained away by a reinforcement history alternative 
explanation.34 

More recently, Deci35 and Deci and Ryan, 36 through their cognitive evaluation theory 
and laboratory research studies, have posited that external consequences (i.e., rewards) 
have a negative impact on intrinsically motivated (see Chapter 6) behavior dealing with 
task persistence and creativity. These findings generated considerable follow-up research 
with mixed findings. One review of about I 00 studies found some rewards may have a det
rimental effect, but an equal number found no effect or a positive effect.37 The conclusion 
from this extensive review was that (1) the detrimental effects of rewards occur under 
highly restricted, easily avoidable conditions; (2) mechanisms of classical and operant con
ditioning are basic for understanding incremental and detrimental effects of reward on task 
motivation; and (3) positive effects ofrewards on perfonnance are easily attainable using 
procedures derived ftom behavioral theory.38 
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Finally, a meta-analysis of 96 studies found that the only detrimental effect of reward, 
was the time spent carrying out laboratory activity following a performance-independent 
(i.e., a noncontingent) reward.39 There is also systematic analysis that discounts cognitivt: 

evaluation theory when compared to operant theory explanations.40 Yet, despite this con
siderable empirical and theoretical counterevidence, an unconvinced few such as popular 
author Alfie Kohn continue to write (not do research) with titles such as Punished hr 
Rewards and "Why Incentive Plans Cannot Work."41 Based on his own assumptions and 
the now-countered Deci and Ryan theory and research, and in stark contrast to the lar"e 
body of reinforcement theory and research, he makes unequivocal statements such as: "The 
bottom line is that any approach that offers a reward for better performance is destined to 
be ineffective. "42 

Unfortunately, Kohn's largely unsupported statements do not fall on deaf ears in the 
real world. This is because practicing managers have indeed experienced some implenien
tation problems with pay-for-performance programs.43 For example, after an extensive 
review of the relevant literature, Lawler concluded that process/design problems, not the 
underlying theory ofreinforcement or the supporting basic research, limit the effectiveness 
of pay for performance.44 There is also a research study that found that highly dispersed 
reward systems (i.e., very large differences between highest and lowest payouts) may have 
a negative effect on both individual and organizational performance, especially when col
laborative efforts (such as in teams) are important.45 Yet, once again, it is not that the the
ory/research on reinforcement is wrong, but rather it is the implementation that can cause 
problems. As Bandura points out, "To say that [only] thought guides action is an abbrevi
ated statement of convenience rather than a conferral of agency ofthought,"46 because "ii' 
people acted ... on the basis of informative cues but remained unaffected by the results of 
their actions, they would be insensible to survive very long.')47 As a fmal summary state
ment; it can be said that the theory of reinforcement, like learning in general, is not perfect 
and still needs development. However, it can also be said that reinforcement does serve as 
an excellent theoretical foundation and evidence-based guiding principle, and the irnple· 
mentation issues need to be overcome by effective behavioral performance management. 

Reinforcement as Used in Behavioral Management 

The terms rewards and reinforcers are often used interchangeably and loosely, but in 
behavioral performance management have very precise definitions and usage. An often 
cite'd circular definition of reinforcement says that it is anything the person finds reward· 
ing. This definition is of little value because the words reinforcing and rewarding are used 
interchangeably, but neither one is operationally defmed. A more operational definition 
can be arrived at by reverting to the laws of behavior. Specifically, reinforcement in behav· 
ioral management is defined as anything that both increases the strength and tends to 
induce repetitions of the behavior that preceded the reinforcement. A reward, on the other 
hand, is simply something that the person who presents it deems to be desirable. 

Reinforcement is functionally defined, Something is reinforcing only if it strengthens 
the behavior preceding it and induces repetitions. For example, a manager may ostensibly 
reward an employee who found an error in a report by publicly praising the employee. Y cl 

on examination it is found that the employee is embarrassed and chided by coworkers, and 
the error-finding behavior of this employee decreases in the future, In this example. the 
"reward" of public praise is not reinforcing. Besides clearing up differences between rein

forcers and rewards, behavioral management also requires making the distinction ben.veen 
positive and negative reinforcerS. 
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FIGURE 12.1. Summary of the Operational Definitions of Positive and Negative 
Reinforcement and Punishment 

Consequence 
of 

Contingent 

Application 

Withdrawal 

Reward 
(somethiag desirable) 

POSITIVE 
REINFORCEMENT 
Behavior increases 

PUNISHMENT 
Behavior decreases 

Noxious stimuli 
(something aversive and undesirable) 

PUNISHMENT 
Behavior decreases 

NEGATIVE 
REINFORCEMENT 
Behavior increases 

Positive and Negative Reinforcers 
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There is much confusion surrounding the tenns positive reinforce1nent, negative rein
forcement, and punishment. First of all, it must be understood that reinforcement, positive 
or negative, strengthens the behavior and increases the probability ofrepetition. But posi
tive and negative reinforcers accomplish this impact on behavior in completely different 
ways. Positive reinforcement strengthens and increases behavior by the presentation of a 
desirable consequence. Negative reinforce1nent strengthens and increases behavior by the 
threat of the use of an undesirable consequence or the termination or withdrawal of an 
undesirable consequence. Figure 12.1 briefly summarizes the differences between positive 
and negative reinforcement and punishment. Giving recognition and attention to an 
employee for the successful completion of a task could be an example of positive reinforce
ment (if this does in fact strengthen and subsequently increase this task behavior). On the 
other hand, a worker is negatively reinforced for getting busy when the supervisor walks 
through the area. Getting busy prevents or terminates being "chewed out" by the supervi
sor. 

Negative reinforcement is more co1nplex than positive reinforcement, but it should not 
be equated with punishment. Tn fact, they have opposite effects on behavior. Negative rein
force1nent strengthens and increases behavior, whereas punishment weakens and decreases 
behavior. However, both are considered to be forms of negative control of behavior. Neg
ative reinforcement is really a form of social blackmail, because the person will behave in 
a certain way in order not to be punished. A clearer understanding of punishment will help 
further clarify how it differs from negative reinforcement. 

The Use of Punishment 

Punishment is one of the most used but least understood and badly administered 
aspects of behavioral management. Whether in rearing children or dealing with employees 
in a co1nplex organization, parents and supervisors or managers often revert to punishment 
instead of positive reinforcement .in order to modify or control behavior. Punishment is 
commonly thought to be the reverse of reinforcement but equally effective in altering 
behavior. However, this simple analogy with reinforcement is not warranted. The reason is 
that punishment is a very complex phenomenon and must be carefully defined and used.48 
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The Meaning of Punishment 

Punishment is anything that weakens behavior and tends to decrease its subsequent 
frequency. Punishment usually consists of the application of an undesirable or noxious 
consequence, but as shown in Figure 12.I, it can also be defmed as the withdrawal 01 a 
desirable consequence. Thus, taking away certain organizational privileges from a nuui. 
ager who has a poor performance record could be thought of as punishment. 

Regardless of the distinction between punishment as the application of an undesirable 
consequence and as the withdrawal of a desirable consequence, in order for punishment !o 

be effective, there must be a weakening of, and a decrease in, the behavior that preceded it 
Just because a supervisor criticizes an associate and thinks this is a punishment, it is not 
necessarily the case unless the behavior that preceded the criticism weakens and decreases 
in snbsequent frequency. Jn many situations when supervisors think they are punishing 
employees, they are in fact reinforcing them because they are giving attention, and atten
tion tends to be very reinforcing. This explains the common complaint that supervisOt"s 
often make: "! call Joe in, give him heck for goofing up, and he goes right back out and 
goofs up again." What is happening in this case is that the supervisor thinks Joe is being 
punished, when operationally, what is obviously happening is that the supervisor is rein· 
forcing Joe's undesirable behavior by giving him attention and recognition. Punishment, 
like reinforcement, is defined and operationalized by its effects on behavior, not by what 
the person thinks is or should be punishment. 

Administering Punishment 

Opinions on administering punishment range all the way from the one extreme of dire 
warnings never to use it to the other extreme that it is the only effective way to modify 
behavior. As yet, research has not been able to support either view completely. However, 
there is little doubt that the use of punishment tends to cause many undesirable side 
effects.49 Neither children nor adults like to be punished. The punished behavior tends to 
be only temporarily suppressed rather than permanently changed, and the punished person 
tends to get anxious or uptight and resentful of the punisher. There is growing research evi· 
dence that punishment has unintended negative effects on employees. For example, one 
recent study found that those who received rude, punishing feedback hurt their perfor· 
mance on complex tasks requiring creativity, flexibility, and memory reca1150 and another 
study found that over 90 percent ofemployees reported a negative outcome associated with 
being punished. 51 Thus, the use of punishment as a strategy to control behavior is a lose· 
lose approach. Unless the punishment is severe, the behavior will reappear very quickly, 
but the more severe the punishment, the greater the side effects such as hate and revenge. 
As described in the accompanying OB in Action, "forced rankings" in annual perfom1ance 
appraisals can be interpreted as punishing, and have undesirable side-effects. 

To minimize the problems with using punishment, persons administering it must 
always provide an acceptable alternative to the behavior that is being punished. If they do 
not, the undesirable behavior will tend to reappear and will cause fear and anxiety in the 
person being punished. The punishment must always be administered as close in time to 
the undesirable behavior as possible. Calling subordinates into the office to give them a 
reprimand for breaking a rule the week before is not effective. All the reprimand tends to 
do at this time is to punish them for getting caught. The punishment has little effect on the 
rule-breaking behavior. When punishment is administered, it should be remembered that 
there is also an effect on the relevant others who are observing the punishment. While man-
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agers often believe those watching a coworker being punished can learn what not to do, a 
survey found that nearly a third of the observers reported a loss ofrespect for the manager 
administering the punishment.52 

Guidelines for Discipline 

A rule of thumb for effective behavioral management should be: always attempt to 
reinforce instead of punish in order to change behavior. Furthennore, the use of a reinforce
ment strategy is usually more effective in accelerating desirable behaviors than the use of 
punishment is for decelerating undesirable behaviors because no bad side effects accom
pany reinforcement. As one comprehensive analysis of punishment concluded: "In order to 
succeed, [punishment] must be used in an orderly, rational mauner-not, as is too often the 
case, as a handy outlet for a manager's anger or frustration. If used with skill, and concern 
for hnman dignity, it can be usefuL"53 In behavioral management, discipline should 
atte1npt to be a learning experience, never purely a coercive experience to prove mastery or 
control over others. Perhaps the best practical advice is the old red-hot-stove rule of disci
pline-like the stove, punishment should give advance warning (it is red) and be immedi
ate, consistent, and impersonal (it burns everyone who touches it). Jn addition, most 
modem approaches stress that pnnislnnent should be situationally applied (a crew of nine
teen-year-old high school dropouts should be treated differently from a team of $100,000-
per-year professionals) and progressive. The progressive discipline may start off with a 
clarifying verbal discussion, then move to a written mutual agreement signed by the person 
being disciplined, next move to time off with or without pay, and then only as a last step 
end in termination. As a recent comprehensive analysis of discipline concluded, "Regard
less of an employee's infraction, managers must strive to maintain a positive working rela
tionship by remaining open to dialogue and ensuring that the worker understands why he's 
being reprimanded. It's no small task."54 

THE ROLE OF ORGANIZATIONAL REWARD SYSTEMS 

Because positive reinforce1nent consequences are so important to employee behavior, 
organizatjonal reward systems become critical to behavioral perfonnance management. 
The organization may have the latest advanced information technology, well-thought-out 
strategic plans, detailed job descriptions, and comprehensive training programs, but unless 
the people are reinforced for their performance-related behaviors, the "up-front" variables 
(technology, plans, and so on) for the rules that govern55 or the establishing operation (i.e., 
there is enough motivation)56 of their behavior, there will be little impact. In other words, 
going back to Skinner's original conception, the antecedent cues (technology, plans, and 
the like) have power to control or provide rules and establishing operation for behavior 
only if there are reinforcing consequences. As one behavioral manage1nent consultant 
points out: 

A company is always perfectly designed to produce what it is producing. If it has qual
ity problems, cost problems, productivity problems, then the behaviors associated vvith 
those undesirable outcomes are being reinforced. This is not conjecture. This is the 
hard, cold reality of human behavior.57 



354 PART 4 • MANAGING AND LEADING FOR HIGH PERFORMANCE 

The challenge for performance management is to understand this behavioral reality, elim. 
inate the reinforcers for the undesirable behaviors, and more importantly and effectively, 
reinforce the desirable behavior. Thus, organizational reward systems become a key, often. 
overlooked, factor in bringing about improved performance and success. 

Chapter 4 is specifically devoted to reward systems that are a vital part of the organi
zational environment (along with structure and culture) in the social cognitive model for 
this text. As was pointed out, money (pay) dominates organizational reward systems. Tlie 
following sections analyze both monetary and nonfinancial reinforcers that can be used in 
behavioral performance management. 

Analysis of Money as a Reinforcer 

Unfortunately, about the only reinforcing fiinction that traditional monetary reward 
systems (covered in Chapter4) such as base-pay techniques provide is to reinforce employ
ees for walking up to the pay window or for opening an envelope and seeing their paycheck 
or direct deposit stub every two weeks or every month. These traditional pay plans cer
tainly have come up short of having the intended impact on improving employee perfor
mance at all levels.58 Yet, despite the problems with traditional pay approaches, money is 
still a very important reward to employees at all levels. For example, former GE head and 
now with hjs wife giving advice to managers in an on1ine column, Jack Welch recently 
quipped, 

You surely have seen how effective money is in lighting a motivational fire--even in 
employees who claim money doesn't matter to them. Plaques gather dust. Checks can 
be cashed. And employees know the difference in their bones.59 

Recent analyses of the research studies also show that money contingently administered 
can have a posjtive effect on employee behavior.60 However, there are even shortcomings 
with merit pay mainly due to implementation issues such as poor measurement of perfor
mance, lack of acceptance of supervisory feedback, limited desirability of merit increases 
that are too small, a lack oflinkage between merit pay and perfonnance, and potential unin
tended consequences such as focusing only on merit-related activities and behaviors61 and 
lingering inequalities on merit pay for women and minorities. 62 Some compensation prac
titioners argue that merit pay only makes employees unhappy because they view it as an 
unfair way to reward for past performance instead of being geared to improved future per
formance.63 Also, a laboratory study of merit pay Jed to the following conclusions: 

1. Unless a merit raise is at least 6 to 7 percent of base pay, it will not produce the 
desired effects on employee behavior. 

2. Beyond a certain point, increases in merit-raise size are unlikely to improve perfar~ 
mance. 

3. When merit raises are too small, employee morale will suffer. 
4. Cost-of-living adjustments, seniority adjustments, and other nonmerit components of 

a raise should be clearly separated from the merit component. 
5. Smaller percentage raises given to employees at the higher ends of base-pay ranges 

are demotivating.64 

In other words, both the traditional base- and merit-pay plans have some problems. 
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The "New Pay" plans covered in Chapter 4 (e.g., pay for performance at both the indi
vidual and group levels, paying for customer and/or employee satisfaction, pay for knowl
edge, skill pay, competency pay, and broadbanding) have overcome many of the 
problems.65 For example, a large study sponsored by the American Compensation Associ
ation was able to place a dollar value on the positive impact of pay-for-performance plans. 
The value of the performance improvement translates into a 134 percent net return on what 
is paid out to employees (excluding the costs associated with training, communications, 
and consulting), or, for every$ l of payout, a gain of $2.34 was attained.66 

In tenns of basic research, a field experiment conducted by Stajkovic and Luthans in 
the biggest credit card processing firm in the world found the following: 

l. A traditionally administered pay-for-performance plan (i.e., announced through nor
mal chmmels in terms of the amount of pay that would be received for various levels 
of performance) did increase performance by 11 percent; but · 

2. The same plan that was implemented through the behavioral performance manage
ment approach discussed next (i.e., specifying the critical performance behaviors that 
would lead to monetary consequences) had a significantly higher 32 percent increase 
in performance. 67 

In other words, because the performance behaviors strengthened and increased, the theory 
and principles of reinforcement explain that money can indeed be a powerful reinforcer. 
Importantly, money may not be a reinforcer when administered through the traditional pay 
plans, but when made contingent on identified performance behaviors as in behavioral per
fonnance management,.money can be a powerful reinforcer. 

The same could be said for the very expensive benefit plans in the organizational 
reward system (see Chapter 4). Flexible benefit plans and those that depend on perfor
mance may have better intended results. 68 Instead of benefits taking on an entitlement 
1nentality, an increasing nmnber of firms (18% according to an American Compensation 
Association survey) are making the amount and choice of benefits dependent on employee 
performance. For example, under Owens-Corning's "Rewards and Resources Program," 
workers get to clearly see how their work is reinforced with extra pay in the form of more 
benefit choices. 69 

Nonfinanc::ial Rewards 

As Chapter 4 pointed out, money is the most obvious organizational reward, but the 
non-financial rewards are receiving increased attention. In fact, one comprehensive review 
of surveys that ask the value employees place on various rewards found that nonfinancial 
rewards were ranked much higher than fmancial ones. 7° For exaJnple, one study of I ,500 
employees in a wide variety of work settings fonnd personalized, instant recognition from 
managers as being the most important of the 65 types of rewards evaluated. However, more 
than half of these same employees reported that they seldom, if ever, received such per
sonal recognition from their managers.71 Also, a staffing company reported that the num
ber-one reason employees give for leaving companies is the lack of praise and 
recognitionn Also in the same Stajkovic and Luthans research study cited previously, it 
was found that both social recognition (24%) and performance feedback (20%) had a sig
nificantly higher relative performance increase than did the traditionally administered pay 
for performance (11%). 73 Finally, in a study in the fast-food industry, we (Peterson and 
Luthans) found that financial incentives initially had a bigger effect on profit, customer ser-
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vice, and employee retention outcomes, but, over time, except for employee retention, ho 
1
, 

financial and nonfinancial incentives had an equally significant impact.74 In other word'' 
there is little doubt that the nonfinancials can be very powerful, but are often overlooked~, 
a reinforcer in behavioral perfonnance management. " 

Table 12.2 sumtnarizes some of the major categories ofnonfinancial rewards. Notice 
that even though these are considered nonfinancial, they may still cost the organization 
This is true of the consumables, manipulatables, and visual and auditory rewards. The .Job 
design category is a special case and is usually not, but could be, considered as an organ;. 
zational reward. Chapter 6 was devoted to these, and they are not included here as pai1 01 
behavioral performance management. On the other hand, the social recognition and atten
tion and performance feedback categories are relatively easy to apply in behavioral perfor. 
mance management, cost nothing (except perhaps for preparing some of the perform an cc 
feedback), and may be even more powerful than the cost-based nonfinancial reward, 
These two are major reinforcers and deserve special coverage. 

Social Recognition and Attention 

Infonnally providing contingent recognition and attention (and praise, if genuine) 

tends to be a very powerful reinforcer for most people. In addition, few people become sati
ated or filled up with this; no one "suffers" from too much genuine recognition. }Jowever. 

similar to monetary reinforcers, social reinforcers should be administered on a contingent 

basis to have a positive effect on employee performance. For example, a pat on the back 01 

verbal praise that is insincere or randomly given (as under the old human relations 

approach) may have no effect or even a punishing ''boomerang" effect. But genuine socit1! 

reinforcers, contingently administered for performance of the target behavior, can be a vc1y 

effective positive reinforcer for most employees and improve their performance. 75 The 
added benefit of such a strategy, in contrast to the use of monetary rewards, is that the cost 
of social reinforcers to the organization is absolutely nothing. 

Importantly, this informal social recognition based on a valued person's (e.g., boss. 
peer, subordinate, friend, spouse, etc.) attention and appreciation may have not only a big
ger impact as a reinforcer in behavioral management than money, but also than fonna! rec~ 

ognition programs as detailed in Chapter 4. Unlike valued social recognition and attention. 
formal recognition programs, especially over time, can easily turn into being phoney. not 
valued by the recipient, or go against group and/or cultural norms. As Luthans and Sta
jkovic noted: 

A formal recognition award such as the "Golden Banana" at Hewlett-Packard or 
"Employee of the Month" given at many companies can initially be a reinforcer, but 
over time may cross the line and become an empty reward and be perceived even in a 
negative light The first few Employee of the Month recipients may be very deserving 
instances that everyone would agree wlth, but over time selections become more and 
more controversial and subjective, usually resulting in selecting less-qualified or not
qualjfied employees. At this point company politics often come into play and those who 
truly desf:rved the recognition feel betrayed. In this case, the program would actually 
produce negative effects (e.g., "rewarding A while hoping for B"). AJso, from a (collec
tivistic) cultural values and individual differences standpoint, although everyone may 
like to be recognized for their efforts and achievements, not everyone likes to be singled 
out in the public way that usually goes along with formal recognition.76 



TABLE 12.2. Categories of Nonf1nancial Rewards 

Consumables 

Coffee-break treats 
Free lunches 
Food baskets 
Easter hams 
Christmas turkeys 
Dinners for the family on 
the company 
Company picnics 
After-work wine and 
cheese parties 
Time off Trips 
Entertainment/Sports 
events 
Education classes 

Manipulatables 

Desk accessories 
Wall plaques 
Company car 
Watches 
Trophies 
Commendations 
Rings/tie pins 
Appliances and furniture 
for the home 
PC for the home/per
sonal use 
Home shop tools 
Garden tools 
Clothing 
Club privileges 
Use of company recre
ation facilities 
Use of company conve
nience center 
Use of company facill
ties for personal proj
ects 

Visual and Auditory 

Office with a window 
Piped-in music 
Internet and e-mail for 
personal use 
Redecoration of work 
environment 
Company literature 
Private office 
Popular speakers or lee-
tu re rs 
Book club discussions 

Job Design Formal Recognition 

Jobs with more respon- Formal acknowledg-
sibility ment of achievement 
Job rotation Feature ln house news-
Special assignments letter 
Cross training Story in newspaperfTV 
Knowledge training Celebrations/banquets 
Authority to schedule Letters of commenda-
own work tion 
Flexible hours Acknowledgmentfpraise 
Flexible breaks in front of others 
Job sharing 
Participation in de cl-
slons 
Participation in teams 
Self-managed teams 

Performance Feedback 

Nonverbal pertormance 
information 
Verbal pertormance 
information 
Vv'ritten reports 
Pertonnance eva!ua-
lions/appraisals (includ-
ing 360 degree) 
Pertormance charts and 
graphs 
Meters/counters or per-
formance information 
Self-information from 
performance or problem 
solutions 

Social Recognition 
and Attention 

Friendly greetings Infor
mal recognl!lon 
Solicition of suggestions 
Solicitation of advice 
Compliment of work 
progress 
Pat on the back 
Smile 
Verbal or nonverbal rec
ognition or praise 
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With the increasing use of teams, there is also recent evidence that they may be pro. 
viding social reinforcement to .their members that yields organizationally desirable oui. 
comes. For exari:iple, in the American Compensation Association research study cited 
earlier, team suggestion plans, under the umbrella ofan organizational performance reward 
plan or operating independently, were found to be particularly powerful contributors 10 
organizational success. Importantly, the team suggestion plans, which typically used non. 
financial rewards, outperformed the individually based plans, which typically used finon
cial rewards, by 4 to t.77 For example, the average value per idea adopted from team 
suggestion plans using nonfinancial rewards was an impressive $46,200 for a major airline 
$14,500 for a manufacturer, $19,344 for a newspaper, and $19,266 for a bank.78 · 

Performance Feedback 

There is little question that despite the tremendous amount of data being generated br 
today's advanced information systems, individuals still receive very little, if any, feedback 
about their performance. People generally have an intense desire to know how they aic 
doing; they engage in feedback-seeking behavior.79 Even though feedback has been found 
to be complex in research studies,80 it is generally accepted that feedback enhances indi
vidual performance in behavioral management.81 A comprehensive review (30 laboratory 
and 42 field experiments) concluded that performance feedback had a positive effect. 82 

Also, as cited earlier, the Stajkovic and Luthans study found that, although not as high os 
contingently administered money and social recognition reinforcers, the perfonnance feed
back intervention still yielded a highly significant 20 percent performance improvement. 81 

Importantly, this was significantly higher than the traditionally administered pay for per
formance (II percent). As a general guideline for behavioral management, the perfor
mance feedback should be as positive, immediate, graphic, and specific-thus, the 
acronym PIGS-as possible to be effective. 84 

Despite the recognized importance, there is still disagreement among scholars as to 
whether feedback per se is automatically reinforcing or too simplistic. 85 For example, a fl er 
reviewing the existing research literature on feedback, one researcher concluded that its 
impact is contingent on factors such as the nature of the feedback information, the process 
of using feedback, individual differences among the recipients of the feedback, and the 
nature of the task.86 One study, for instance, found that self-generated feedback with goal 
setting had a much more powerful effect on technical or engineering employees than exter
nally generated feedback with goal setting.87 Also, another study found subjects rated spe· 
cific feedback more positively than they rated nonspecific feedback and preferred feedback 
that suggested an external cause of poor performance to feedback that suggested an internal 
cause.88 

An argument can also be made that "actionable feedback" (feedback that leads to 
learning and appropriate results) is more effective than just critical, negative feedback. 

89 

And the source of the feedback seems important as wen.90 Not only are the amount and the 
frequency of feedback generated by a source important, but also the consistency and use· 
fulness of the information generated, as a study found. Individuals viewed feedback from 
formal organizations least positively, from coworkers next, then from supervisors and 
tasks, with the best being self-generated feedback. 91 Feedback from multiple sources moy 
be most effective,92 and the 360-degree feedback systems (the individual is anonymously 
appraised not only by the boss but also by subordinates, peers, and sometimes customers) 
can be automated on a software system to provide more timely, objective, and less-costly 
feedback. Also, studies have found that choice of reward interacting with feedback had a 
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positive impact on task performance in a labor~t01y exercise, 93 but workers in highly rou
tine jobs who received positive feedback did not improve their perfonnance.94 Despite 
these qualifications and contingencies, a general guideline regarding performance feed
back is that it can be a very effective reinforcer for behavioral performance manage1nent. 

BEHAVIORAi. PERFORMANCE MANAGEMENT, OR O.B. MOD. 

Behavioral perfoIDlance management is based on behavioristic, social learning, and social 
cognitive theories, and especially the evidence-based principles of reinforcement as sum
marized 'above. Figure 12.2 graphically depicts the historical development and theory 
building up to the present influence of Bandura's social cognitive theory. The full-blown 
organizational behavior modification, or 0.B. Mod. model, is shown in Figure 12.3. The 
simplified steps are depicted in Figure 12.4. There are also other systematic ap~roaches to 
behavioral performance management based on academic wmk and consultants. 5 Our (Sta
jkovic and Luthans) most recent meta-analysis of all the available behavioral management 
studies (including those using 0.B. Mod.) found 72 studies that met the inclusion criteria 
(use of reinforcement interventions, task performance measures, and statistical information 
necessary to calculate effect sizes). We found an average of 16 percent irnprove1nent in 
perfonnance from these behavioral management approaches. 96 

However, most relevant, consistent, and recognized in the organizational behavior 
field is the O.B. Mod. approach. In a meta-analysis on just O.B. Mod. studies (as generally 
followed in Figures 12.3 and 12.4), we identified 19 studies with 115 effect sizes, and a 
total sample size of2,818 subjects met the O.B. Mod. inclusion criteria and found an aver
age of 17 percent improvement in performance (see the meta-analytically based principles 
at the end of the chapter for details and complete results).97 The following discussion sum
marizes the steps of applying the O.B. Mod. approach to behavioral performance manage
n1ent. 

Step 1: Identification of Performance Behaviors 

Jn this first step the critical behaviors that make a significant impact on performance 
(making or selling a product or providing a service to clients or customers) are identified. 
In every organization, regardless of type or level, numerous behaviors are occurring all the 
ti1ne. Some of these behaviors have a significant impact on performance, and some do not. 
The goal of the first step ofO.B. Mod. is to identify the critical behaviors-the 5 to 10 per
cent of the behaviors that may account for up to 70 or 80 percent of the performance in the 
area in question. 

The process of identifying critical behaviors can be carried out in a couple of ways. 
One approach is to have the person closest to the job in question-the inunediate supervi
sor or the actual jobholder-determine the critical behaviors. This goes hand in hand with 
using 0.B. Mod. as a problem-solving approach for the individual manager or a team. Its 
advantages are thatthe person who knows the job best can most accurately identify the crit
ical behaviors, and, because that person is participating, he or she may be more committed 
to carrying the O.B. Mod. process to its successful completion. 

Another approach to identifying critical behaviors would be to conduct a systematic 
behavioral audit. The audit would use internal staff specialists and/or outside consultants. 
The audit would systematically analyze each job in question, in the manner that jobs are 
analyzed using job analysis techniques commonly employed in hu1nan resource inanage-
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FIGURE 12.2. Chronological Development of Conceptual Foundation for 0.8. Mod. 
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FIGURE 12.3. Luthans O.B. Mod. Application Model 
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. From Luthans and Kreitner, Organizational Behavior Modification, Glenview !IL: Scott, Foresman, 1975, 1985; Stajkovic and 
~o A Mela-Analysis of the Effects of O.B. Mod." Academy of Management Journal, October 1997, p. 1123; and Luthans and Stajkovlc, 

' rce for Perionnance," Academy of Management Executive, May 1999, p. 53, 
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FIGURE 12.4. Major Steps of Luthans O.B. Mod. Approach to Behavioral Performance 
Management 

t IDENTIFY Performance-related behavioral events. Usually 
these have to do with quantity or quality of 
producing products or delivering service by 
operating employees. 

2 MEASURE How often are the perfonnance behaviors identified 
in step 1 occurring under existing conditions? 
Tb is is called the base! ine measure. 

3 ANALYZE What are the antecedent (A) cues of the 
performance behavior (B), and what are the 
contingent consequences (C)? This A-B-C analysis 
is a necessary prerequisite to developing an effective 
intervention strategy. 

4 INTERVENE This is the action step ofO.B. Mod. The goal 
is to accelerate functional performance behaviors 
and decelerate the dysfunctional behaviors. 
Positive reinforcement strategies involving money, 
social recognition/attention, and feedback are 
most used. 

5 EVALUATE This final step evaluates to make sure the 
intervention does in fact lead to perfonnance 
improvement. If it doesn't, then another 
analysis and/or intervention is made. 

ment. The advantages of the personal approach (where the jobholder, immediate supervi
sor, and/or team makes a vital input into the audit) can be realized by the audit. ln addition. 

the advantages of infonnation from those closest to the action and consistency can be 

gained. 

Regardless of the method used, there are certain guidelines that can be helpful in iden· 
tifying critical behaviors. First, only direct perfonnance behaviors are included. A team's 

lack of commitment and teamwork or someone's "goofmg oft" all the time is tmacceptable. 

Only direct perfonnance behaviors such as absenteeism or attendance, tardiness or prompt· 
ness, or, most importantly, doing or not doing a particular task or procedure that leads to 

quantity and/or quality outcomes play the major role in O.B. Mod. Something like goofing 
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off is not acceptable because it is not operationally measurable. It could be broken down 
into measurable behaviors such as not being at the workstation, being tardy when returning 
from breaks, spending time at the water cooler, disrupting coworkers, playing computer 
games or surfing for personal reasons, and even socializing with coworkers face-to-face or 
with others online. However, for a behavior to be identified as a critical behavior appropri
ate for O.B. Mod., there must be a positive answer to the questions: (1) Can it be directly 
measured? and (2) Does it have a significant impact on a performance outcome? 

Most organizations do not have problems with their technology or the ability or train
ing of their people, but they have many behaviorally related performance problems. Func
tional behaviors (those that contribute to performance goals) need to be strengthened and 
accelerated in frequency, and dysfunctional behaviors (those that detract from, or are det
rimental to, performance goals) need to be weakened and decelerated in frequency. As in 
the initial step of any problem-solving process, these behaviors must be' properly identified, 
or the subsequent steps of 0.B. Mod. become meaningless for attaining the overall goal of 
performance improvement. 

Step 2: Measurement of the Behavior 

After the performance behaviors have been identified in step 1, they are measured. A 
baseline measure is obtained by determining (either by observing and counting or by 
extracting from existing records) the number of times that the identified behavior is occur
ring under existing conditions. Often this baseline frequency is in and of itself very reveal
ing. Sometimes it is discovered thatthe behavior identified in step 1 is occurring much less 
or much more frequently than anticipated. The baseline measure may indicate that the 
problem is much smaller or much bigger than was thought to be the case. In some 
instances, the baseline measure may cause the "problem" to be dropped because its low (or 
high) frequency is now deemed not to need change. For example, attendance may have 
been identified in step 1 as a critical behavior that needed to be improved. The supervisor 
reports that the people "never seem to be here." The baseline measure, however, reveals 
that on average there is 96 percent attendance, which is deemed to be acceptable. In this 
example, the baseline measure rules out attendance as being a problem. The reverse, of 
course, could also have occurred. Attendance may have been a much bigger problem than 
anticipated. 

The purpose of the baseline measure is to provide objective frequency data on the crit-. 
ical behavior. A baseline frequency count is an operational definition of the strength of the 
behavior under existing conditions. Such precise measurement is the hallmark of any sci
entific endeavor, and it separates O.B. Mod. from more subjective human resource man
agement approaches, such as participation. Although the baseline is established before the 
intervention to see what happens to the behavior as a result of the intervention, it is import
ant to realize that ineasures are taken after the intervention as we11. Busy managers may 
feel that they do not have time to record behavioral frequencies objectively, but, at least ini
tially, they should record them in order to use the O.B. Mod. approach effectively. Most 
measures, however, can be taken from existing archival data (e.g., quality, sales, and pro
ductivity numbers) that are gathered for other purposes and can be easily obtained for this 
measurement step ofO.B. Mod. 



364 PART 4 • MANAGING AND LEADING FOR HIGH PERFORMANCE 

Step 3: functional Analysis of the Behavior 

Once the performance behavior has been identified and a baseline measure has been 
obtained, a functional analysis is performed. A functional analysis identifies both the 
antecedents (A) and consequences.(C) of the target behavior (B), or, simply stated, an A
B-C analysis is performed. As discussed under behavioristic learning theory and operant 
conditioning, both the antecedent and the consequent environments are vital to the under
standing, prediction, and control of human behavior in organizations. Remember that in an 

operant approach, cognitive mediating processes do not play a role. Such an omission may 

detract from the comprehensive understanding of organizational behavior and the analysis 
of modeling and self-control processes, but for pragmatic application, an A-B-C functional 
analysis may be sufficient.98 In the A-B-C functional analysis, A is the antecedent cue, fl 
is the performance behavior identified in step l, and C is the contingent consequence 
Table 12.3 identifies some of the As, Bs, and Cs for atrendance and absenteeism. A review 
of absenteeism found work unit size, worker responsibility, and organizational scheduling 

to be three potential antecedent influences that could be used to improve employee atten
dance, and feedback, rewards, and punishers to be effective attendance control proce
dures.99 

TABLE 12.3. An Example of Functional Analysis 

Functional Analysis of Attendance Behaviors 

A ------------io- B ------------+ C 
Antecedent Cues Behaviors Consequences 

Awareness of any consequence 
Advertising 
Meetings 
Memorandums 
Orientation 
Bulletin board 
ObseNation of any consequence 
Socia! status and pressure 
Temporal cues 
Special events 
Weather 

Going to bed on tlme 
Setting the alarm 
Waking up 
Getting dressed 
Getting children off 
to school 
Leaving home 
Getting a baby-sitter 
Driving to work 
Reporting to work 

Functional Analysls of Absenteeism Behaviors 

A ------------+ B ------------t> C 

Reward programs 
-Contingent time off 
-Gifts and prizes 
-Preferred jobs 
Social 
-Attention 
-Recognition 
-Praise 
Feedback 
-Data on attendance 

Antecedent Cues Behaviors Consequences 

Illness/accident Getting up late Discip!ineprograms 
Hangover Sleeping 'in -Verbal reprimands 
lack of transportation Staying home -Written reprimands 
Traffic Drinking -Pay docks 
No day care facilities Family problems Fishing/hunting -layoffs 
Company policies Working at home Dismissals 
Group or personal norms Seniority/age Visiting Social consequences from coworkers 
Awareness/observation of Caring for sick child Escape from and avoidance of working 
any consequence Nothing 

Source: Fred luthans and Mark Martinko, "An Organizational Behavior Modification Analysis of Absenteeism," Human Resouices Man· 
agement, Fall 1976, p. 15. Used with permission. 
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This functional analysis step of O.B. Mod. brings out the problem-solving nature of 
the approach. Both the antecedent cues that emit the behavior, and sometimes control it, 
and the consequences that are currently maintaining the behavior must be identified and 
understood before an effective intervention strategy can be developed. In this step, the 
question may be asked as to whether the employee can do the identified performance 
behavior if his/her life depended on it. If the answer is "no," then there may be an "A" 
problem (i.e., equipment, training, even expectations) that must be attended to. However, 
this is usually not the case. The human resources of an organization can do the identified 
critical performance behavior if their lives depend on it, but they are not doing it. Then this 
becomes a "C" problem. They know how to do the desired performance behavior and there 
is all the necessary support to do it, but there are not reinforcing consequences and there
fore the behavior is not occurring. This lack of reinforcing consequences is the major prob
lem and challenge facing behavioral management. The accompanying Application 
Example: Functional Analysis in Action gives the functional analysis of a supervisor's 
problem of his workers' taking unscheduled breaks. · 

Step 4: Development of an Intervention Strategy 

The first three steps in an 0.B. Mod. approach are preliminary to this action step, the 
intervention. The goal of the intervention js to strengthen and accelerate functional perfor
mance behaviors and/or weaken and decelerate dysfunctional behaviors. There are several 
strategies that can be used, but the main ones are positive reinforcement and punishment
positive reinforce1nent. 

A Positive Reinforcement Strategy 

Positive, not negative, reinforcement is recommended as an effective intervention 
strategy for 0.B. Mod. The reason is that positive reinforcement represents a form of pos
itive control of behavior, whereas negative reinforcement represents a form of negative 
control of behavior. Traditionally, and to a large extent still today, organizations depend on 
negative control. People come to work in order not to be fired, and they look busy when the 
supervisor walks by in order not to be punished. Under positive control, the person behaves 
in a certain way in order to receive the desired consequence. Under positive control, people 
come to work in order to be recognized for making a contribution to their department's 
goal of perfect attendance, or they keep busy whether the supervisor is around or not in 
order to receive incentive pay or because they get social recognition/attention and feedback 
for their good work. Positive control through a positive reinforcement intervention strategy 
is much more effective and longer lasting than negative control. It creates a much healthier 
and inore productive organizational climate. 

A positive reinforcer used as an O.B. Mod. intervention strategy could be anything, as 
long as it increases the performance behavior. Most often money is thought of as the logi
cal, or sometimes the only, positive reinforcer available to 1nanagers using this approach. 
However, as the discussion of inonetary reward systems in Chapter 4 and earlier in this 
chapter points out, money is potentially a very powerful reinforcer, but it often turns out to 
be ineffective because it is not contingently administered as a consequence of the behavior 
being managed. Besides money, positive reinforcers that are also very powerful, readily 
available to all behavioral managers, and cost nothing are the social reinforcers (attention 
and recognition) and perfonnance feedback. These reinforcers (money, recognition, and 
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feedback) can be and, as has been demonstrated through research, 100 have been used as an 
effective O.B. Mod. strategy to improve employee performance. In fact, the most compre· 
hensive evidence shown in Figure 12.5 indicates that when these three reinforcers are used 
in combination in the intervention, they produce a stronger (synergistic) effect and proba· 
bility of success than any of the reinforcers used by themselves, the sum of the individual 
effects, or the combination of any two of the interventions. 1 OI 

A Punishment-Positive Reinforcement Strategy 

There is little debate that a positive reinforcement strategy is the most effective inter· 
vention for 0.B. Mod. Yet realistically it is recognized that in some cases the use of pun· 
ishmeut to weaken and decelerate undesirable behaviors cannot be avoided. This would be 
true in the case of something like unsafe behaviors that need to be decreased immediately. 
However, as was pointed out earlier, so many negative side effects such as hate and 
revenge accompany the use of punishment that it should be avoided if at all possible. Pun· 
ished behavior tends to be only temporarily suppressed; for example, if a supervisor repri· 
mands an associate for some dysfunctional behavior, the behavior will decrease in the 
presence of the supervisor but will surface again when the supervisor is absent. In addition, 
a punished person becomes very anxious and uptight; reliance on punishment may have a 
disastrous impact on employee satisfaction and commitment and create unnecessary stress· 

Perhaps the biggest problem with the use of punishment, however, is that it is very dif· 
ficult for a supervisor to switch. roles from punisher to positive reinforcer. Some supervi~ 
sors and managers rely on a negative approach so much in dealing with their associates that 
it is ahnost impossible for them to administer positive reinforcement effectively. This is a 
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FIGURE 12.5. Average Probability of Success from Interventions of Money, 
social Recognition, and Feedback, and the Various Combinations 
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:~:i..J-'ce- Adapted from Alexander D. Stajkovic and Fred Luthans, "Behavioral Management and Task Performance in Organizations: Con
>x'.,;al Background, Meta-Analysis, and Test of Alternative Models," Personnel Psychology, Vol. 56, 2003, p. 174. (N = 72 studies and total 
10'--rie of N"' 13,301 ). 

bad situation for the management of human resources because the use of positive reinforce
ment is a much more effective way of changing employee behavior. If punishment is 
deemed necessary, the desirable alternative behavior (for example, safe behavior) should 
be positively reinforced at the first oppmtunity. Use of this combination strategy will cause 
the alternative desirable behavior to begin to replace the undesirable behavior in the per
son's behavioral repertoire. Punishment should never be used alone as an O.B. Mod. inter
vention. If punishment is absolutely necessary, it should only be used in combination with 
positive reinforcement of the desirable alternative behavior. 
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Step 5: Evaluation to Ensure Performance Improvement 

A glaring weakness of most human resource management programs is the absence of 
any systematic, built-in evaluation. A comprehensive analysis of the evaluation of human 
resources programs concluded that the traditional approach has been "to review a program 
with one or two vice presidents at the corporate office, various managers in the field, and 
perhaps a group of prospective trainees. It continues to be used until someone in a position 
of authority decides that the program has outlived its usefolness. All of this is done 011 the 
basis of opinion andjudgment."102 Such haphazard evaluations have resulted in the termi
nation of some effective programs and the perpetuation of some ineffective ones. In either 
case, there are severe credibility problems, and today all programs dealing with people, 
whether they are government social service programs or human resource management pro
grams, are under the pressure of evaluation and accountability. Human resource managers 
no longer have the luxury of just trying something new and different and hoping they can 
improve performance. Today there is pressure for everything that is tried to be proved to 
have value. As in the case of the validity of selection, training, and appraisal techniques, 
systematic evaluations of all human resource management techniques should have been 
done all along. 

O.B. Mod. attempts to meet the credibility and accotmtability problems head on by 
including evaluation as an actual part of the process. In this last step of the approach, the 
need for Kirkpatrick's well-known four levels of evaluation (reaction, learning, behavioral 
change, and performance improvement) is stressed. The reaction level refers simply to 
whether the people using the approach and those having it used on them like it. If 0.8. 
Mod. is well received and there is a positive reaction to it, there is a better chance of its 
being used effectively. Jn addition, reaction evaluations are helpfol because (1) positive 
reactions help ensure organizational support, (2) they can provide information for planning 
future programs, (3) favorable reactions can enhance the other levels of evaluation (learn
ing, behavioral change, and performance improvement), and (4) they can provide useful 
comparative data between units and across time. 103 

The second level of evaluation is learning, which is especially important when first 
implementing an O.B. Mod. approach. Do the people using the approach understand the 
theoretical background and underlying assumptions and the meaning of, and reasons for. 
the steps in the model? If they do not, the model will again tend to be used ineffectively. 
The third level is aimed at behavioral change. Are behaviors actually being changed? The 
charting of behaviors started in step 2 of the O.B. Mod. process gives objective data for this 
level of evaluation. The fourth and final level, performance improvement, is the most 
important. The major purpose ofO.B. Mod. is not just to receive a favorable reaction, learn 
the concepts, and change behaviors. These dimensions are important mainly because they 
contribute to the overriding purpose, which is to improve perfoIDl.ance. ".Hard" measures 
(for example, data on quantity and quality, turnover, absenteeism, customer complaints, 
customer satisfaction, employee grievances, safety, length of patient stay, number ofcli· 
ents served, sales revenue, and rate of return on investment) and scientific methodology are 
used whenever possible to systematically evaluate the impact of O.B. Mod. on perfor
mance. 

Application of Behavioral Management 

There is a considerable body of research that has evaluated the effectiveness of behav· 
ioral performance management in general and the five-step O.B. Mod. approach in part1C· 
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ular. It has been widely applied in manufacturing as well as in nonmanufacturing, service
oriented organizations. In addition to the direct application ofO.B. Mod. as described, con
siderable basic research has been conducted on operant and social learning and social cog
nitive variables in experimental psychology. For many years and in very recent times, a 
number of studies have assessed the application of the behavioral management approach to 
improving employee perfo1mance in a number of different areas. The following summa
rizes some of these areas: 

1. Employee productivity. Most applications by far have focused on performance output 
The considerable number of research studies clearly indicate that employee produc
tivity or task completion is positively affected by behavioral management techniques. 
The performance improvement is for both quantity and quality of employee output 
and cuts across vitiually all organizational settings and all intervention techniques. 104 

2. Absenteeism and tardiness. This is probably the second-biggest ,;,ea of application. 
Studies that have examined this area have typically used small monetary incentives or 
lottery incentive systems for attendance or promptness and/or punishers for absentee
ism. or tardiness. One extensive search of this literature found very positive results. 105 

The six most sound methodological studies reported an 18 to 50 percent reduction in 
the absence rate and a 90 percent reduction in the frequency of tardiness. One study 
found a positive, causal impact that an O.B. Mod. program had on the attendance of 
employees in a bank. 106 

3. Sqfety and accident prevention. Most organizations, especially manufacturing firms 
and others in which dangerous equipment is used, are very concerned about safety. 
However, because accidents occur at such a relatively low frequency, most studies 
have focused on reducing identifiable safety hazards or increasing safe behaviors (for 
example, wearing earplugs, which went from 35 to 95 percent compliance according 
to one study;107 wearing hard hats; and keeping the safety guard in place on danger
ous equipment). A review of the research indicates the considerable success that 
behavioral management techniques have had in these areas. 108 Some actual company 
examples are Boston Gas, where employees without accidents are eligible for lottery 
drawings; Virginia Power, where employees can win from $50 to $1,000 for safe 
work habits; Southern New England Telecommunications, which gives gift coupons 
to employees without accidents; and Turner Corporation, a New York-based engi
neering and construction firm, where employees can earn company stock if they meet 
safety goals. All these companies report lower accident rates through the use of a 
behavioral management approach. Southern Fineblanking, a 225-employee metal 
stamping plant in South Carolina, reported a 33 percent reduction in accidents after 
itnplernenting a behavioral management program aimed at safety, and the average 
cost per injury decreased from $1,400 to $500. 109 

4. Sales performance. Sales managers and trainers have traditionally relied on internal 
motivation techniques to get their salespeople to improve their performance. For 
exa1nple, one behavioral performance .management consultant tells about a co1npany 
that gave its sales personnel a typical high-powered, multimedia training program, 
which supposedly taught them effective selling skills. However, when the enthusiastic 
trainees finished the program and actually tried the things presented to them in the 
program, they received little, if any, feedback or reinforcement. Within a few weeks 
the enthusiasm began to wane, and, most important, actual sales performance began 
to decline. 110 In other words, even though these salespeople had probably acquired 
effective selling skills during their training, the environment did not support (rein-
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force) the use of these skills_ A behavioral performance management approach, in 
which important selling behaviors such as customer approach, suggestive statements, 
and closing statements are identified, measured, analyzed, intervened in, and evalu
ated, would be an alternative to the motivation-skill-teaching approach_ A compre
hensive review of the behavioral approach to sales in restaurants, retaiJ stores, 
wholesale establishments, and telephone operations found considerable success.111 

When a combination of antecedent and consequence intervention strategies was used, 
dramatic improvements were shown in areas such as wine and dessert sales, average 
customer transactions, customer assistance, sales forecasting) sales-call frequency, 
sales of telephone services, and airline reservations. A study of fast-food restaurants 
also found that antecedent prompts ("Can I get you some fries with that?") signifi
cantJy increased consumer purchases, 112 and another more recent study jn the same 
industry indicated a significant increase in customer service. 113 The successful appli
cation ofO.B. Mod_ to the selling, absent-from-the-workstation, and idle-time behav
iors of clerks in a large retail store was also found.114 

Although these results are not exhaustive and do not always reflect the exact O_B_ Mod. 
model outlined in this chapter, they are representative of the very extensive application or 
the behavioral perfonnance management approach. In addition, both comprehensive qual
itative1 15 and quantitative (meta-analytic)116 reviews strongly support the findings_ 

Manufacturing Versus Service Applications 

As cited throughout, the specific O.B. Mod. model has been directly tested by basic 
research and has been found to have positive performance results in both manufacturing 117 

and service organizations (retail, restaurants, banking, and hospitals).J 18 The O.B. Mod. 
approach has also "gone international" and has been shown to have a positive impact on the 
perfonnance behaviors and output of Russian factory workers, 119 Russian retail clerks, 120 

and most recently South Korean telecommunication employees. 121 

The two Stajkovic and Luthans meta-analyses mentioned earlier and, especially, the 
one that specifically reviewed O.B. Mod. studies (as opposed to the latest one on all behav
ioral management studies) and is utilized in the principles at the end of the chapter, exam
ined the relationship between 0.B. Mod_ as defined here and task performance. 122 The 
oVeraU resuJt ofth_e 0.B. Mod. meta-analysis was, on average, an impressive 17 percent 
increase in task perfonnance (as indicated, it was 16 percent for all behavioral management 
studies)_ Further analysis revealed that 0.B. Mod_ had a stronger average effect in manu
factnring firms (33%) than in service organizations (13%), but the 0.B .. Mod. approach 
was highly significant in both. The difference in application effectiveness of O.B. Mod. 
between manufacturing and service organizations was explained as (l) the definition and 
accurate assessment of performance outcomes; and (2) the nature of the employee behav
iors and work processes involved in the delivery ofperfonnance outcomes. The first point 
refers to the difference between the defrnition and measurement of the more vague and 
complex service organization performance outcomes (e.g., customer satisfaction, return 
business) versus tangible performance outcomes (e.g., productivity and quality) in manu
facturing organizations_ The second point refers to the difference between specifying ser
vice delivery employee behaviors and processes that go into making a tangible product. 
Service performance behaviors and outcomes are more complex and less identifiable than 
those found in manufacturing organizations. 123 
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So, although O.B. Mod. may be more difficult to apply in service than in manufactur
ing organizations, it still works in both, and the challenge is to make it even more effective 
in service applications. The overall implications of these findings from the meta-analyses 
are that behavioral management systematically applied through steps such as the O.B. 
Mod. model can help meet the performance improvement challenges facing today's and 
future organizations. 

SUMMARY 

Learning is a major psychological process, but it has not been as popular in the study of 
organizational behavior as constructs such as personality, attitudes, or motivation. Also, it 
has not been generally recognized that there are different types of learning and different 
theoretical explanations of learning (behavioristic, cognitive, and social). Despite the con
troversy surrounding learning theory, there are many evidence-based principles oflearning 
that are derived largely from experimentation and the analysis of operant conditioning. 
Reinforcement is generally recognized as the single most important principle in the learn
ing process and is most relevant to behavioral performance 1nanagement On the basis of 
the classic law of effect, or "Laws of Behavior," reinforcement can be operationally 
defined as anything that increases the strength of a behavior and that tends to induce repe
titions of the behavior that preceded the reinforcement. Reinforce.rs may be positive (the 
application of a desirable consequence) or negative (prevention, termination, or with
drawal of an undesirable consequence), but both have the impact of strengthening the 
behavior and increasing its frequency. Punishment, on the other hand, decreases the 
strength and frequency of the behavior. There is also the special case of extinction (no con
sequence) that also will decrease the behavior over time. 

The major direct application of learning theories and the reinforcement principle in 
particular is behavioral performance management. Both financial and nonfmancial (social 
attention/recognition and performance feedback) are important but somewhat complex 
reinforce.rs that must be carefully applied in behavioral performance management. Behav
ioral management can be effectively applied through the O.B. Mod. steps: identify theper
fonnance-related behavior; measure it to detennine the baseline frequency; functionally 
analyze both the antecedents and the consequences of the behavior (A-B-C); intervene 
through a positive reinforcement strategy to accelerate the critical performance behaviors; 
and evaluate to make sure the intervention is, in fact, increasing performance. The behav
ioral management approach in general and O.B. Mod. in particular have been demonstrated 
to have a significant positive impact on employee performance in both manufacturing and 
nonmanufacturing service-oriented organizations. 

QUESTIONS FOR DISCUSSION AND REVIEW 

I. Do you agree with the statement that learning is involved in almost everything that 
everyone does? Explain. 

2. What are the major dllnensions of behavioristic, cognitive, social learning, and social 
cognitive theories oflearning? 

3. What is the difference between classical and operant conditioning? 
4. What is the difference between positive and negative reinforcement? What is the dif

ference between negative reinforcement and punishment? Provide some examples. 
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5. What could be done to make money more effective as a reinforcer for behavior
41 

managen1ent? 

6. 

7. 

\Vhat are some examples of nonfihanciaJ reinforcers? How can these be used tri 

improve employee performance? · 

What are the five steps of O.B. Mod.? Briefly summarize the critical dimensions 01 
each step that will help improve employee performance. 

8. 
9. 

In what areas has behavioral management been successfully applied? 

Summarize the results of the meta-analysis on O.B. Mod. Vo/hat recommendation, 
would you make to the HRM department based on these fmdings? 

0rganiza!ional Behavior ~ose: eontrosting StY/es 
Henry Adams has been a production supervisor 
for eight years. He came up through the ranks and 
is known as a tough but hardworking supervisor. 
Jane Wake has been a production supervisor for 
about the same length of time and also came up 
through the ranks. Jane is known as a nice, hard
working boss. Over the past several years these 
two supervisors' sections have been head and 
shoulders above the other six sections on hard 
measures of performance (number of units pro
duced). This is true despite the almost opposite 
approaches the two have taken in handling their 
workers. Henry explained his approach as fol
lows: 

The only way to handle workers is to come down 
hard on them whenever they make a mistake. In 
fact, I call them together every once ·in a while 
and give them heck whether they deserve it or 
not, just to keep them on their toes. If they are 
doing a good job, I tell them that's what they're 
getting paid for. By taking this approach, all I 
have to do js walk through my area, and people 
start working like mad. 

Jane explained her approach as follows: 

I don't believe in that hi.Iman relations stuff of 
being nice to workers. But I do believe that a 
worker deserves some recognition and attention 
from me if he or she does a good job. If people 
make a mistake, I don't jump on them. [feel that 
we are ail entitled to make some errors. On the 

other hand, l always do point out what the mis
take was and what they should have done, and a~ 
soon as they do it right, I let them know it Obvi
ously, I don't have time to give attention lo 

everyone doing things right, but I deliberately 
try to get around to people doing a good job 
every once in a while. 

Although Henry's section is still right at the 
top along with Jane's section in units produced, 
personnel records show that there has been three 
times more turnover in Henry's section than in 
Jane's section, and the quality control records 
show that Henry's section has met quality stan
dards only twice in the last six years, while Jane 
has missed attaining quality standards only once 
in the last six years. 

l. Both these supervisors have similar back
grounds. On the basis of learning theory, 
how can you explain their opposite 

approaches to handling people? 

2. What are some of the examples of punish
ment, positive reinforcement, and negative 
reinforcement found in this case? If Jane is 
using a .reinforcement approach, how do you 
explain this statement: "! don't believe in 
that human relations stuff of being nice to 

workers"? 
3. How do you explain the performance, tum· 

over, and quality results in these two sections 

of the production department? 
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~rganizational Bencivior ~ase: Volunteers ~etn't Be Runisnea 

Jenette Jackson is head ofa volunteer agency in a 
131·ge city, in charge of a volunteer staff of over 25 
people. Weekly, she holds a meeting with this 
group in order to keep them informed and teach 
them the specifics of any new laws or changes in 
state and federal policies and procedures that 
nii£ht affect their work, and she discusses priori-
1 ie~ and assignments for the group. This meeting 
is also a ti1ne when members can share some of 
the problems with and concerns for what they are 
personally doing and what the agency as a whole 
i'> doing. The meeting is scheduled to begin at 9 
1.M sharp every Monday. Lately, the volunteers 
have been filtering in every five minutes or so 
until almost IO A.M. Jenette has felt she has to 
delay the start of the meetings until all the people 
Jnive. The last few weeks the 1neetings haven't 
sta11ed until IO A.M. In fact, at 9 A.M., nobody has 
)hown up. Jenette cannot understand what has 

happened. She feels it is important to start the 
meetings at 9 A.M. so that they can be over before 
the whole morning is gone. However, she feels 
that her hands are tied because, after all, the peo
ple are volunteers and she can't push them or 
make them get to the meetings on time. 

I. What advice would you give Jenette? In 
tenns of reinforcement theory, explain what 

is happening here and what Jenette needs to 
do to get the meetings started on time. 

2. What learning theories (operant, cognitive, 
and/or social) could be applied to Jenette's 
effo1ts to teach her volunteers the impact of 
new laws and changes in state and federal 
policies and procedures? 

3. How could someone like Jenette use modeling 
to train her staff to do a more effective job? 

Organizational Benavior Gase: Up tne Riece Rette 

L<nry Aines has successfully completed a com
pany training program in 0.B. Mod. He likes the 
~rp1·oach and has started using it on the workers 
tn his department. Following the O.B. Mod. 
n10Uel, he has identified several perfonnance 
hehaviors, measured and analyzed the1n, and used 
a positive reinforcement intervention strategy. 

His evaluation has shown a significant improve
n1cnl in the perfonnance of his departtnent. Over 
C(ir-tcc one day he com1nented to one of the other 
·,upervisors, "This contingent reinforcement 

'Pproach really works. Before, the goody-goody 
i"-'uple up in hu1nan resources were always telling 
us Iu try to understand and be nice to our workers. 
foinlly, I couldn't buy that. In the first place, I 

think there is anybody who can n;ally 
'0.',"•d~r·t d 1 a11 my people-I certainly can't More 
'rr'iX•na 11t, though is that under this approach I 
&.11 on I • ' 

.~ Y nice contingently--<:ontingent on good 
Dt, tonn 
: · ance. That makes a lot more sense and 
:n.:, t\'aluation proves that it works." The ~ther 
>,~""n-· 
r,' " is or con11nented, "You are being reinforced 
"~'f use of the reinforcement technique on your 

people." Larry said, "Sure I am. Just like the 
trainer said: 'Behavior that is reinforced will 
strengthen and repeat itself.' I'm so reinforced 
that I am starting to use it on my wife and kids at 
home, and you !mow what? It works there, too." 
The next week Larry was called into the depart
ment head's office and was told, "Larry, as you 
know, your department has shown a substantial 
increase in performance since you completed the 
0.B. Mod. program. I have sent our industrial 
engineer down there to analyze your standards. I 
have received her report, and it looks like we will 
have to adjust your rates upward by 10 percent. 
Otherwise, we are going to have to pay too much 
incentive pay. I'm sure you can use some of the 
things you learned in that 0.B. Mod. program to 
break the news to your people. Good luck, and 
keep up the good work" 

I. Do you think Larry's boss, the department 
head, attended the 0.B. Mod. program? Ana
lyze the department head's action in terms of 
O.B. Mod. 
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2. What do you think Larry's reaction will be 
now and in the future? How do you think 
Larry's people will react? 

3. Given the 10 percent increase in standards, i:-i 

there any way that Larry could still use the 
0.B. Mod. approach with his people? With 
his boss? How? 

®rganizationol Behavior ease; 'A 'larcJJmess Rrobtern 
You have been getting a lot of complaints 
recently from your boss about the consistent tardi
ness of your depattment's sales associates at a 
large retail store. The time-sheet records indicate 
that your people's average start-up time is about 
10 minutes late. Although you have never been 
concerned about the tardiness problem, your boss 
is really getting upset. He points out that the tardi
ness reduces the amount of ti1ne associates are 
providing assistance and replenishing items on 
display. You realize that the tardiness is a type of 
avoidance behavior-it delays the start of a very 
boring job. Your work group is very cohesive, 
and each of the members will follow what the 
group wants to do. One of the leaders of the group 
seems to spend a Jot of time getting the group into 

trouble. You want the group to come in on time, 
but you don't really want a confrontation on the 
issue because, frankly, you don't think it is 
important enough to risk getting everyone upset 
with you. You decide to use an 0.B. Mod. 
approach. 

1. Trace through the five steps in the O.B. Mod. 
model to show how it could be applied to 
this tardiness problem. Make sure you are 
specific in identifying the critical perfor
mance behaviors and the antecedents and 
consequences of the functional analysis. 

2. Do you think the approach you have sug
gested in your answer will really work? Why 
or why not? 




