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Our goal in writing Human Behavior in Organizations, third edition, is
to help the reader become successful in predicting, understanding, and
influencing behavior in organizations.

Of course, every reader has already acquired a good deal of knowl-
edge about human behavior through years of personal experience. So why
write this book? One reason is that a significant portion of what most
people think they know about human behavior is erroneous. Another
reason is that, for a person who has had thousands of personal experi-
ences, careful reading of this book will provide a far more intensive
learning opportunity (in terms of information acquired per unit of time|
than would an equivalent number of additional hours of personal ex-
perience.

A third reason for studying organizational behavior is that a primary
purpose of education is less to teach facts than it is to teach how to
acquire facts. Thus in this book we examine not only facts but concepts
and frameworks that will enable the reader to convert future experiences
into useful knowledge.

Organizational behavior, the subject of this book, has become es-
tablished as a discipline in its own right. This is not to say that all con-
tributors to the field view its scope and content in exactly the same way.
Essentially, however, organizational behavior is that aspect of manage-
ment that focuses on predicting, understanding, and influencing human
behavior in organizations.

Building on the bedrock belief that there is nothing so practical as
a good theory, organizational behavior is deeply grounded in research,
especially in the research of the behavioral sciences of industrial/orga-
nizational psychology and industrial sociology. Organizational behavior,
a uniquely interdisciplinary field, is committed to the formulation of
sound, empirically tested theory and to the application of that theory in
organizations. It is concerned with human personality and behavior—
but always within the context of organizational life. A major goal of
organizational behavior is, therefore, a thorough melding of individual
-and group psychology with organization theory. Studiously avoiding quick
and easy solutions to problems, it offers a variety of theories, models,
and strategies through which thinking managers can find their own so-
lutions in specific situations.

Anyone with an interest in relating more effectively to others in a
work environment should find this book interesting and valuable. It is,
however, written primarily for undergraduate students in colleges and
universities. It may also be used by managers and advanced supervisors
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PREFACE

in development courses or programs of self-study. Although the orga-
nizational behavior course in most colleges and universities follows the
introductory course and elaborates on the human aspects of manage-
ment, an introductory course is not a prerequisite for understanding this
book.

This third edition of Human Behavior in Organizations differs from
the second primarily in four ways. First, the entire book has been up-
dated to reflect recent research and changes in the organizational, social,
and economic environments within which organizations and their mem-
bers function. Second, in keeping with changing organizational prac-
tices, a chapter on participation in organizations has been added. This
chapter contains many practical guidelines for gaining and managing
participation on both day-to-day and more formal bases. Third, again in
keeping with changing organizational practices, a good deal of readily
applied material has been added to the chapters on motivation and de-
cision making. Finally, the chapters on leadership have been slightly al-
tered to achieve a better balance; the content of the second edition’s
chapter on effective discipline has been merged into this edition’s chap-
ter on the first line supervisor; and material concerning the important
role of managers in creating organizational culture has been added to the
chapter on managerial effectiveness.

To make Human Behavior in Organizations, third edition, inter-
esting and to facilitate learning, each chapter begins with a thought
stimulator—a quotation or point of view to arouse interest, perhaps at
times even to antagonize for the purpose of generating thoughtful con-
sideration of the content to follow. Objectives are stated in the chapter
introductions, and each chapter ends with a list of Important Terms and
Concepts to help students focus on the most relevant content. The Sug-
gested Readings, articles and books related to the chapter, will be of
special interest to those who wish to investigate the subject matter in
greater depth. The use of the end-of-chapter Study and Discussion Ques-
tions and Critical Incidents (short cases) is continued in this revision.

We particularly appreciate the contributions to this third edition made
by the following reviewers: Gerald Biberman, University of Scranton;
Margaret Fenn, University of Washington; William Hahn, Savannah State
College; John Hartley, Rochester Institute of Technology.

The result of all of this is, we hope, a useful and readable book. Part
One presents the key foundations of the book with two chapters. Chap-
ter 1 contains an introduction that motivates students by making clear
why it is important to study organizational behavior. This chapter puts
the field into perspective by describing the historical predecessors of or-
ganizational behavior, such as scientific management, and then goes on
to describe the modern-day field. Chapter 2 provides unusual and highly
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relevant material on the goals of organizations and managers, including
material on managerial ethics and corporate social responsibility. The
intention is not to indoctrinate the students with any belief but rather
to lend perspective to some of the forces that shape human behavior in
organizations.

Part Two examines the relationships between individuals and or-
ganizations. Chapter 3 discusses the impact of both individual differ-
ences and job characteristics on behavior in organizations and explains
Theories X, Y, and Z. Chapter 4 describes how needs affect organiza-
tional behavior and the strengths and weaknesses of the important need
theories of Maslow and Herzberg. Practical guidance for motivating peo-
ple is provided in Chapter 5, and the advice is based on sound research
and theory. Topics include analyzing motivational problems, money as
a motivator, and expectancy theory.

Part Three of the book moves on to the nature of groups and their
[ important roles in organizations. Chapter 6 gives a thorough introduc-
tion to the dynamics of informal groups, stressing key variables such as
cohesiveness, leadership, and internal control mechanisms. Practical
analyses focus on how to deal with hostile groups and the types of in-
formal work groups that develop in unionized organizations. The prob-
lems of disadvantaged groups are dealt with in Chapter 7. Statistical data
on the changing status of racial minorities, women, and maladjusted em-
ployees, combined with an objective discussion of discrimination and
reverse discrimination, provide the student with a useful perspective for
understanding the problems of disadvantaged work force members.
Chapter 8 provides in-depth understanding of the nature and role of unions
{ in modern organizations and society. Of particular interest is the section
describing the effects of unions on the behavior of both managers and
employees. Conflict and stress are natural consequences of the compet-
ing forces and changing conditions found in modern organizations. Chapter
9 explains the organizational and individual conditions leading to con-
* flict and stress and then describes proven approaches for minimizing their

undesirable outcomes.

Organizational structures and processes are addressed in Part Four.
Chapter 10 provides the student with a practical understanding of clas-
sical, neoclassical, and modern organization theory. A unique and im-
portant feature is the description, from contrasting classical and neo-
classical viewpoints, of key organizational design concepts such as span
of management, line and staff, and authority and responsibility. Chapter
11 is an explanation of how the organization’s structure and processes,
such as its communication, control, and reward systems, affect mana-
gerial behavior and performance. This unusual subject matter will be
viewed by students as realistic and relevant to the work environment
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PREFACE

many of them expect to experience. An important and uncommon fea-
ture of Chapter 12 is its stress on the mistakes commonly made by de-
cision makers. In this way the chapter retains the book’s behavioral em-
phasis. The chapter goes on to describe proven approaches for overcoming
mistakes and is thus prescriptive at the same time that it is descriptive.
Chapter 13 describes the nature and causes of communication problems
and then gives research-based but practical guidance on how to improve
communication in organizations. The chapter is more practical and con-
crete than the communication chapter found in most textbooks. Besides
addressing the expected topics of change, resistance to change, and or-
ganizational development, Chapter 14 examines the important topic of
management development in depth.

Part Five deals with the important subject of leadership in organi-
zations. Chapter 15 takes a modern approach to the subject of authority
and power, explaining in addition the alternative forms of influence that
pervade modern organizations. Chapter 16 presents in an understandable
way the important leadership concepts and theories. Blake and Mouton’s
Managerial Grid®, Fiedler’s contingency approach, and House’s path-goal
approach are each described. The chapter also introduces related mate-
rial that is treated in greater depth in later chapters, such as participation
and management by objectives. Chapter 17 takes the unusual step of
looking at managers as individuals rather than as a class of position
holders. Personal characteristics such as emotional maturity, problem-
solving skills, and varying motivations provide concreteness and real-
ism. A unique feature of the chapter is the discussion of the leader’s role
in creating organizational culture. No book on human behavior in or-
ganizations could be considered complete without a strong chapter on
that key figure, the first line supervisor. Besides thoroughly addressing
the topics of the supervisor’s role conflicts, responsibility, and authority
imbalance, Chapter 18 sensibly treats the subjects of supervisory role
design and effective disciplinary action. Participation has become a key
practice and behavior in organizational life. Chapter 19 provides re-
search-based guidelines for gaining the benefits of participation on both
an everyday basis and in more structured group meetings and gives a
more practical and thorough treatment of this subject than any other
text. Finally, Chapter 20 provides a thorough and objective treatment of
goal-setting and management by objectives. The material is research-based
but is described in a clear and useful way with many practical sugges-
tions for using these important techniques.

The writing of a book on a subject as broad as human behavior in
organizations necessarily requires continual decisions about what to in-
clude. We believe this book contains the best of what is known about
the interrelated cluster of subjects that make up the discipline of orga-
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PREFACE vii

nizational behavior. Extraneous detail and lengthy illustrations that would
likely detract from relevant facts and concepts have deliberately been
omitted. It is our hope that, as in the case of the successful first and
second editions, Human Behavior in Organizations, third edition, will
meet the needs of serious students of organizational behavior both in
the classroom and in the real world of management and organizations.

J. Clifton Williams

George P. Huber




CONTENTS

PART ONE
Foundations of Organizational Behavior

1 Organizational Behavior in Perspective 2

The Field of Organizational Behavior, 3
Historical Foundations, 5
OB and the Behavioral Sciences, 15

2 The Goals and Values of Organizations and
Managers 21

Perspectives on Corporate Social Responsibility, 23
The Multiple Goals of Businesses, 27

A Basis for Socially Responsible Behavior, 33
Making Organizations Moral, 43

i CRITICAL INCIDENT—Whose Welfare Counts the Most? 46

PART TWO
The Individual in Organizations

3 Personality and Performance in Organizations 52

Humanizing Organizational Life, 53
People as Individuals, 59
Organizational Needs and Demands, 67
Making Jobs More Interesting, 74

CRITICAL INCIDENT—Change in the Workplace, 80

X

“




X CONTENTS
4 Understanding Human Needs 84

Introduction to Motivation, 85

Understanding Human Needs, 86 '
Secondary Needs as Standards, 91 '
The Concept of Need Hierarchy, 94
Herzberg’s Two-Factor Theory, 98
Interests as Motivators, 101
Internalized Motivation, 103
Unconscious Motivation, 105
Defensive and Abnormal Behavior, 106

CRITICAL INCIDENT—Changing Standards, 111

5 Motivation: Key to Achievement and
Productivity 115

Equity in the Workplace, 116

Fear Motivation, 119

Money as a Motivator, 121 J

Competition, 124

The Expectancy Model of Motivation, 128 {

Motivation as Reinforcement, 131 J

How to Analyze a Motivation Problem, 134 |

Constraints on Motivation, 140 1
|

CRITICAL INCIDENT—Motivation at the Taylor
Corporation, 143

PART THREE i
Groups and Interpersonal Influence 1

6 The Dynamics of Informal Groups 149

The Nature of Informal Groups, 150
Informal Group Leadership, 154
Controls in Informal Groups, 157
Group Cohesiveness, 162
Formal-Informal Group Relations, 167

CRITICAL INCIDENT—The Lonely Supervisor, 172




CONTENTS

7 Relating to Disadvantaged Groups

Prejudice and Discrimination, 176

Needs and Problems of Minority Employees, 181
The Changing Role of Women, 189
Opportunities and Problems of Aging, 194
Personality Maladjustment in Organizations, 197

CRITICAL INCIDENT—The Hostile Irishman, 201

Union Influences on Organizational Behavior

Union Philosophy and Development, 206

Strategies for Union Security, 217

Industrial Democracy and the Right to Manage, 221
The Nature and Purpose of Strikes, 226

Effects of Unions on Behavior, 230

CRITICAL INCIDENT—A Move to the Sun Belt, 233

Managing Conflict and Stress

Conflict Within Organizations, 238

The Nature of Stress, 242

The Symptoms of Stress, 243

The Causes of Stress, 245

The Creative Management of Stress, 252

CRITICAL INCIDENT—Sylvia’s Stress, 261

PART FOUR
Organizational Structure and Process

10 Evolving Views of Organizations

Introduction to Organization Theory, 268
Classical Organization Theory, 270

Neoclassical Organization Theory, 274

Classical Views and Neoclassical Responses, 278
Modern Organization Theory, 286

CRITICAL INCIDENT—Who's in Charge ¢f What? 294

Xi

175

205

237

267




Xii

11

12

13

14

CONTENTS

Organizational Contingencies and Managerial
Effectiveness 297

Situational and Contingency Management, 298

Identifiable Expectations, 299
Supportive Organizational Systems, 302
Organizational Controls, 307

The Delegation Process, 310

The Organizational Status System, 313

CRITICAL INCIDENT—A Small, Friendly Organization, 319

Managerial Decision Making: Nature and Process 323

Some Definitions to Sharpen Our Thinking, 324
The Nature of Managerial Decisions, 326
Common Mistakes in Problem Solving, 333
Improving Decision Making, 339

CRITICAL INCIDENT—Hasty Actions on Slow
Processing, 348

Understanding and Improving Communication
in Organizations 351

The Nature of Person-to-Person Communication, 352
Personality Factors and Environmental Influences, 356
Communication Within Organizations, 359

Breaking Through Communication Barriers, 363
Improving Communication, 368

CRITICAL INCIDENT—Big-Time Operator, 372

Organizational Change and Management
Development 375

The Nature of Change in Organizations, 376

Management Development: Philosophy and Goals, 381
Management Development Methods, 384

The Organization Development (OD) Approach to Change,
395

CRITICAL INCIDENT—Time to Change, 400




COITITENTE X111

PART FIVE
Leadership in Organizations
15 Authority and Power 405

Formal Authority, 406

Expertise and the Authority of Competence, 409
Authority of the Person, 411

Determinants of Legitimacy, 414

External Sources of Authority, 419

Generalized Deference to Authority, 421
Delegation and Power, 422

An Effective Nonuse of Formal Authority, 423
How Managers Acquire Power, 426

CRITICAL INCIDENT—The Olmstead Company, 430
16 Leadership Theory and Practice 434

Leadership in Organizations, 435
Styles of Leadership, 437
Authoritarian Leadership, 438

The Charismatic Leader, 441
Paternalism, 442

Participative Leadership, 443
Two-Dimensional Models, 448
Contingency Theory, 452

Path-Goal Theory of Leadership, 454
Leaving a Mark, 455

CRITICAL INCIDENT—The Too Mobile Manager, 458

17 Personal Characteristics, Managerial Effectiveness,
and Organizational Culture 463

The Importance of Personal Characteristics, 464

Personal Characteristics: Problems and Contingencies, 465
Selected Correlates of Managerial Effectiveness, 469

The Development of Managerial Ability, 479

Leadership and Organizational Culture, 480

CRITICAL INCIDENT—Values, Culture, and Credibility, 485

“




xiv CONTENTS
18 The First Line Supervisor 490

A Conflict of Roles, 491

Supervisory Responsibility and Authority, 495
The Identification of Supervisory Potential, 501
Reshaping the Supervisor’s Role, 503

Supervision and Effective Disciplinary Action, 506

CRITICAL INCIDENT—Promotable Problems, 513
19 Participation 517

Obtaining Participation on an Everyday Basis, 518
Participation in Meetings, 521

Guidelines for Managing Meetings, 523

The Nominal Group Technique, 529

Labor-Management Committees and Quality Circles, 535

CRITICAL INCIDENT—Springwood’s Decline, 537

20 Goal Setting in Organizations 540

The Benefits of Goal Setting, 541

Personality and Goal Setting, 545

Management by Objectives, 546

The Nature of Goals in Organizations, 549
Prerequisites for a Successful MBO Program, 553
Establishing an MBO Program, 556

System Implications of MBO, 561

The Future of MBO, 562

CRITICAL INCIDENT—Managing by Objectives, 564

Name Index 569
Subject Index 573 «




FOUNDATIONS OF
ORGANIZATIONAL
BEHAVIOR

1 Organizational Behavior in Perspective
2 The Goals and Values of Organizations and
Managers

The two chapters of Part 1 lay the foundation for the remaining chapters.
They describe the historical and methodological context from which or-
ganizational behavior (OB} emerged as a more or less distinguishable field
of study within the discipline of management.

Part of the difficulty in tracing the development of OB, or even in
stating confidently that it is a subdiscipline of management, arises from
the fact that it is in the fullest sense an interdisciplinary field with his-
torical roots in psychology, sociology, and anthropology as well as man-
agement. OB has drawn liberally from both the content and methods of
these behavioral sciences, and they continue to contribute to OB theory
and application.

OB is philosophical as well as scientific; it has a long-standing com-
mitment to certain humanistic values. Those values are difficult to de-
fine because the personal values and perceptions of professionals in the
field differ, but they exist nonetheless. OB is concerned with profits, with
efficiency, with productivity; but from its beginnings it has also been
concemed with the worth of the employee as a person rather than merely
as one through whom organizational goals are achieved. It is because of
this orientation that an early chapter on the goals and values of orga-
nizations and managers is included. All that is said in this book about
how to understand and influence people may justifiably appear to be ma-
nipulative and exploitive unless placed within a value context—a frame
of reference in which concerns for people and productivity are maturely

integrated.




Organizational
Behavior
in Perspective

It is important to recognize that every student already has a good deal
of knowledge about human behavior, acquired through a fifth of a cen-
tury or more of personal experience. So why formally study organiza-
tional behavior! One reason is that a significant portion of what we
think we have learned from experience is much less correct than we
believe it is. This is easily demonstrated in a number of ways, one of
-which is to ask three people the best way to handle a particular be-
havioral problem and then to observe their disagreement.

There is much evidence to demonstrate that people frequently mis-
learn from experience. Their conclusions about human behavior are
based on limited experience, and this “knowledge” is usually ill-suited
to any management situation. In contrast, the knowledge obtained by
studying what scientists have concluded about behavior in organiza-
tions is based on thousands of carefully studied “experiences.”

Another reason to study organizational behavior is that for a per-
son who has already been exposed to thousands of personal learning
experiences, formal study provides a far more intensive learning op-
portunity. In terms of the amount of knowledge acquired during a given
period of time, much more can be learned through study than through
an equivalent number of additional hours of personal experience.

A third reason for formally studying organizational behavior is that
the primary purpose of post-secondary education is less to teach facts
than it is to teach concepts. In this book, therefore, we will examine
not only “facts” but also concepts that will make us far more effective
in converting future experiences into useful knowledge.

Throughout recorded history leaders have recognized the need to
understand human behavior and to develop leadership and other inter-
personal skills. Thus, the needs of today’s managers for effective meth-
ods of coping with the human aspects of their work are essentially the




CHAPTER 1 ¢ Organizational Behavior in Perspective

same as those of past leaders. The uniqueness of the modern approach
lies in the extent of our accumulated knowledge and, perhaps more im-
portantly, in our improved methods for collecting and analyzing data and
making practical applications.

The prescientific approach to studying and teaching human rela-
tions in organizations was wasteful and inefficient because of its depen-
dence on trial-and-error learning and its acceptance of theories that had
not been systematically tested. Our modern approach—the organiza-
tional behavior (OB} approach—is not totally scientific. Nevertheless,
because of its deep commitment to scientific methods, its progress has
been impressive and its future is promising. The objectives of Chapter
1, an introduction to the field of organizational behavior, are

TO UNDERSTAND:

1. The definition of organizational behavior
2. The relevance of organizational behavior
3. The historical background of organizational behavior

4. The influences of the behavioral sciences on organizational behavior

THE FIELD OF ORGANIZATIONAL BEHAVIOR

Organizational behavior (OBl is a ticld of management that is primarily
concerned with understanding, predicting, and influencing human be-
havior in organizations. Specifically, OB attempts to understand indi-
viduals in formal organizations as a basis tor meeting individual needs
and achieving organizational objectives.

This definition of OB contains concepts that may need clarification.
In fact, the term organizational behavior is itself somewhat ambiguous.
Do organizations behave or is it really individual behavior with which
OB is concerned? These are relevant questions. Their answers provide
an appropriate introduction to the field of organizational behavior.

The table of contents of this book suggests that OB is indeed con-
cerned with the behavior of individuals—especially with how individ-
uals are motivated and led. Individuals do not, however, behave iden-
tically in various situations, and appropriate behavior in one situation
may be inappropriate in another. People are accustomed to being mem-
bers of organizations—as family members, students, members of social
or religious groups, and so on—but each type of organization is unique




