


-

O

AV’

84627886

ORGANIZATIONAL BEHAVIOR:

A MANAGERIAL
VIEWPOINT

Robert Albanese

Texas A&M University 'm HHH' It HHH

E8462786

David D. Van Fleet
Texas A&M University

The Dryden Press

Chicago New York Philadelphia San Francisco
Montreal Toronto London Sydney
Tokyo Mexico City Rio de Janeiro Madrid



To Nick and Angie
and Ellamaye, Marijke, and Dirk

Acquisitions Editor: Anne Elizabeth Smith
Developmental Editor: Elizabeth Widdicombe
Project Editor: Brian Weber

Managing Editor: Jane Perkins

Design Director: Alan Wendt

Production Manager: Mary Jarvis

Text and cover design by William Seabright
Copy editing by Cynthia Fostle
Indexing by Lois Oster

Composition by G &S Typesetters, Inc.
Text Type: ITC Garamond Book

Copyright © 1983 CBS College Publishing
All rights reserved

Address orders to:
383 Madison Avenue
New York, New York 10017

Address editorial correspondence to:
One Salt Creek Lane
Hinsdale, Illinois 60521

Library of Congress Catalog Card Number: 82-72168
ISBN 0-03-050736-7

Printed in the United States of America
345-016-987654321

CBS College Publishing

The Dryden Press

Holt, Rinehart and Winston
Saunders College Publishing



8462786

PREFACE

THERE are a great many books that deal with organizational behavior.
The presence of one more could go little noticed. Our intent is for that
not to happen. We have taught organizational behavior to undergradu-
ates and graduate students at several universities, to managers from first-
level supervisors and foremen to top-level executives, and even to non-
managerial personnel in organizations. These experiences suggested to us
the need for a particular kind of organizational behavior book. We have
written this book to satisfy that need.

What kind of need did we perceive? First, organizational behavior
books are frequently presented as if they are written by and for psychol-
ogists rather than for the use of business students and managers. Ours is a
managerially oriented book. Second, many books review the organiza-
tional behavior literature so extensively that all the reader sees is a long,
confusing series of competing hypotheses, theories, and models. We try
to present an integrated view on major topics. Third, many organizational
behavior books attempt to cover too much material by dealing equally
with both micro concepts (individual, group, and intergroup ) and macro
concepts (intergroup, organizational subunit, and total organization).
This book has a clear and predominant micro-concept focus and dis-
cusses macro concepts only to indicate linkages and overlap. Fourth,
some organizational behavior books present ideas which are outdated or
simplistic but which appear reasonable or are popular. We have tried to
make all our material current and have concentrated on ideas that are
developed from and/or tested by research.

The structure of this book follows a framework developed in the first
part of the book. In oversimplified terms, the structure consists of pre-
senting a basic argument for a managerially oriented viewpoint of organi-
zational behavior, which is followed by a presentation of the essence of
the material in an integrated fashion. The presentation flows from the
more micro to the less micro level and finishes with applications of the
concepts and linkages to macro concepts. Then we introduce a series of
cases which can be used as focal points for analysis and discussion, to deal
more fully with the application of the material. The cases are intended to
be sufficiently complex, involving several topics in each case, to further
help the student to integrate the material. While an instructor may or may
not use the cases in a course, it is our hope that the student will work
through the cases to develop a greater understanding of the potential ap-
plicability of the material. Each case has questions designed to aid you in
seeing potential applications of some of the material. In addition, each
chapter has a summary, a listing of key concepts, a series of discussion
questions, and suggestions for additional reading,

A book such as this one involves the efforts of many people in a vari-
ety of ways. In preparing the material, we have drawn not only upon our
experiences as teachers and consultants but also upon the experiences of
our students as well. Much of the material has been “classroom tested”
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with students, many of whom have been practicing managers. We also
were assisted by numerous colleagues from Texas A&M University and
from other colleges and universities, who reviewed all or part of the ma-
terial and made suggestions to improve it.

In particular, we wish to acknowledge the assistance of and thank the
following: From Texas A&M University, Barry D. Baysinger, Cynthia D.
Fisher, Gerald D. Keim, and Richard W. Woodman, each of whom com-
mented upon some portion of the material. Those who provided early
reviews which were useful in shaping the final form of the book were:
Edwin A. Gerloff, the University of Texas at Arlington; Richard Alan Good-
man, the University of California at Los Angeles; H. Lawrence Hall, Cali-
fornia State University at Los Angeles; Joseph C. Latona, the University of
Akron; Borge O. Saxberg, the University of Washington; David A. Tansik,
the University of Arizona; and Glenn H. Varney, Bowling Green State Uni-
versity. Providing in-depth developmental reviews as the manuscript was
finalized were: David Bednar, the University of Arkansas; Chris J. Berger,
Purdue University; Gerald Ferris, the University of Illinois; John H. Jack-
son, the University of Wyoming; Dalton E. McFarland, the University of
Alabama in Birmingham; and Donald D. White, the University of Arkansas.

There are, of course, others who contributed to this book in more
practical ways. The secretaries, typists, and student workers at Texas
A&M University helped greatly in the preparation of the manuscript. To
them, we are also indebted. The staff at The Dryden Press proved un-
failingly helpful and supportive. Elizabeth Widdicombe, developmental
editor, deserves special recognition for her expertise and judgment dur-
ing the development process. We are also indebted to Cynthia Fostle for
her fine work in copy editing the text.

Finally, the most significant contributors are those whose research
provides the foundation for the content of the book. The dedicated man-
agers, scholars, and consultants cited in footnotes and additional refer-
ences did the basic work which we have integrated in this book. We cer-
tainly must acknowledge their contribution for, without it, there would
be no book.

While we freely acknowledge all of these contributors, we cannot ab-
solve ourselves of any responsibility for errors or mis-statements which
may occur in the book. In the final analysis, the authors decide what ad-
vice to accept and what to ignore, what to include or exclude, and how
to interpret and integrate the research. We, therefore, are solely respon-
sible for the content and willingly accept that responsibility.

We hope that you find this book as useful to you as preparing it has
been to us.

Robert Albanese
David D. Van Fleet
College Station, Texas
November, 1982



CONTENTS

PART 1 INTRODUCTION

Chapter 1 AN OVERVIEW
A MANAGERIAL VIEWPOINT 6
A GENERAL FRAMEWORK 7
ABILITIES AND SKILLS 7
ROLE PERCEPTION 7
MOTIVATION 8
IMMEDIATE ENVIRONMENTAL VARIABLES 9
INTERMEDIATE AND EXTERNAL ENVIRONMENTAL
VARIABLES 11
APPENDIX 1A MANAGERS AND ORGANIZATIONAL
BEHAVIOR RESEARCH 13

Chapter 2 A MANAGERIAL VIEWPOINT

WHAT IS A MANAGER? 23
Managers Are Human 23 Differences among
Managers 24 The Essence of the Managerial Role 25
Formal Authority 26 Two Types of Activities 26
WHAT SHOULD MANAGERS DO? 27
The Managerial Process 28 An Assessment 33
WHAT DO MANAGERS DO? 34
Three Data-Collection Methods 34 Mintzberg’s
Managerial Roles 36 Tornow and Pinto’s Management
Position Factors 36
BASIC MANAGERIAL ISSUES 39
Performance 39 People 40 Substance and Form 41
Organizations 41 Contingencies 41 Mystery 42

Chapter 3 A GENERAL FRAMEWORK OF JOB BEHAVIOR

SOURCES OF UNDERSTANDING 47

INDIVIDUAL VARIABLES 50
Abilities and Skills 50 Role Perception 51
Motivation 51 Job Behavior 52

ENVIRONMENTAL VARIABLES 53
Immediate Variables 55 Intermediate and External
Variables 55

INTERACTION OF VARIABLES 55
Interaction of Individual Variables 55 Interaction of
Environmental Variables 56 Interaction between
Individual and Environmental Variables 56

TWO USEFUL PERSPECTIVES 57
The Open-Systems Viewpoint 57 The Contingency
Viewpoint 58

22

46



vi

Contents

PART 2 THE BASES OF INDIVIDUAL BEHAVIOR

63

Chapter 4 ABILITIES, SKILLS, AND ROLE PERCEPTION

ABILITIES AND SKILLS 65
Forms of Human Ability 65 Abilities versus Skills 68
Determining Ability Requirements 69 Selection and
Training 70 Different Views of Managerial Skills 71

ROLE PERCEPTION 75
The Role Concept 76 The Role-Taking Process 76 An
Illustration of Role Taking 79 Socialization and
Personalization 81

Chapter 5  VALUES
DEFINING VALUES 90
Definition 90 Values, Norms, and Needs 91 Values and
Attitudes 92
MEASURING VALUES 93
The Study of Values 94 The Rokeach Value Survey 96
The Personal Values Questionnaire 100 Perspective 103
CLARIFYING VALUES 104
Values Clarification 105 Clarification Activities 105
WORK VALUES 107
Changes in Work Values 107 The Work Ethic 108
Age and Work Values 111

Chapter 6  MOTIVATION
OVERVIEW 117
BACKGROUND 118
Motivation Models 118 Two Theories 120
NEEDS 121
ERG Theory 122 Four Specific Needs 126
OUTCOMES 132
Performance-Contingent Outcomes 132 Extrinsic and
Intrinsic Outcomes 133 First- and Second-Level
Outcomes 136 Valence 137
PATHS 138
Path Expectancies 138 Path Clarity 139 Path
Expectancy Determinants 140
IMPLICATIONS FOR MANAGERS 141

Chapter 7 BEHAVIOR CONSEQUENCES AND CONTINGENCIES

A BEHAVIORAL APPROACH 147
Behaviorism and Learning 148 Impact on
Management 150

BEHAVIORAL ANTECEDENTS 151
Sources of Influence on Behavior 151 Stimulus
Control 152 Objectives as Antecedents 153
Models as Antecedents 153

BEHAVIORAL CONSEQUENCES 155
Reinforcers 155 Punishers 157 Two Classification
Systems 159

64

88

116

146



vii
Contents

BEHAVIORAL CONTINGENCIES 160
Importance of Behavioral Contingencies 161 Types of
Behavioral Contingencies 161

APPLYING THE BEHAVIORAL APPROACH 162
Identify Target Behavior 163 Measure Behavior 165
Analyze Contingencies 166 Design Contingencies 168
Implement Contingencies 171 Evaluate Results 172
Monitor Results 172

Chapter 8 THE ECONOMICS OF BEHAVIOR 176

ECONOMICS 177
A Way of Thinking 177 The Individual 178 Self-
Interest 178

RATIONAL BEHAVIOR 180
Meaning 181 Free Choice and Intended Results 182
Information Requirements 183 Expected Value 183
Present Value 184

COSTS, BENEFITS, AND RATIONAL BEHAVIOR 185
Opportunity Cost 185 Explicit and Implicit Costs 186
Marginal Costs and Benefits 186 The Law of Diminishing
Marginal Returns 187

THE LAW OF DEMAND AND RATIONAL BEHAVIOR 188
The Law of Demand 188 Exogenous Factors 189
Ilustration 191 Marginal Utility/Price Ratios 192

APPLYING ECONOMICS AS A WAY OF THINKING 193

Chapter 9 POWER, POLITICS, AND BEHAVIOR 198
POWER 199
The Essence of Power 200 Power Attributes 200 Bases
and Sources of Power 202 Strategic Contingencies 205
Power Distance 206 The Use of Power 208
POLITICS 208
The Politics Taboo 209 Political Behavior 209 Task
Uncertainty and Monitoring 212 Political Tactics 214

PART 3  ENVIRONMENTAL VARIABLES 221

Chapter 10  JOBS AND JOB DESIGN 222

WHAT IS A JOB? 223
Job Components 223 Job Characteristics 226 The
Importance of Perception 228

JOB OBJECTIVES 229
Two Observations 230 Degrees of Contribution 231
Person/Job Matching 231

JOB-DESIGN AND REDESIGN STRATEGIES 232
Nondesigned Jobs 233 Job Analysis 233 Scientific
Management 236 Job Rotation and Enlargement 238
Job Enrichment 239 Job Characteristics Theory 240



viii

Contents

Chapter 11

Chapter 12

Chapter 13

JOB SATISFACTION 243
What Is Job Satisfaction? 244 Influences on Job
Satisfaction 244 Degree of Job Satisfaction 245 Job
Satisfaction and Performance 246

BEHAVIOR IN GROUPS

WHAT IS A GROUP? 253
Preconditions 253 Individuals and Groups 254
Organizations and Groups 254
GROUP CHARACTERISTICS 255
Size 255 Composition 256 Formalism 257 Stages of
Development 258 Cohesiveness 258 Influences on
Group Members 260 Pressure for Conformity 262
Interaction 263 Interdependence 264
GROUP STRUCTURE 266
Roles 266 Norms 269 Status 270
GROUPS AND DECISION MAKING 271
Basic Decision Concepts 271 Are Two Heads Better
Than One? 272 Nominal and Delphi Groups 274
SOCIAL LOAFING AND FREE RIDING 276
Rope Pulling and Hand Clapping 276
Causes 277 Free Riding 278
INTERGROUP RELATIONS 281
Intergroup Competition 282 Conflict 283

LEADERSHIP AND GROUPS

EARLY WORK 291
Traits 291 Iowa Childhood Studies 293
TWO RESEARCH PROGRAMS 295
The Ohio State Studies 295 The Michigan Studies 296
Similarities 297
INTEGRATIVE APPROACHES 297
The LPC Model 298 Path-Goal Theorizing 301
OTHER FINDINGS 304
Leaderless Group Discussion 305 Idiosyncrasy Credit
and the Transactional Approach 305 Participation in
Decision Making 306
MACRO ASPECTS 312
Role Theory 312 Adaptive-Reactive Theory 313
Substitutes for Leadership 314

LEADERSHIP: A MANAGERIAL CONTEXT

MAJOR RESEARCH COMPONENTS 321

LEADERSHIP AND MANAGEMENT 323
A Conceptualization of Leadership 324 Leadership
Effectiveness 326 Influence and Power 327
Personal Characteristics and Skills 327

DIMENSIONS OF BEHAVIOR 329

SITUATIONAL INFLUENCES 334
Moderating Effects 335 Intervening Variables 336
Multiple Linkages 337

GUIDELINES FOR APPLICATION 338

252

290

320



ix

Chapter 14 COMMUNICATION
IMPORTANCE OF COMMUNICATION 346
THE COMMUNICATION PROCESS 349
Feedback 350 Problems 352
PERSPECTIVES ON COMMUNICATION 353
Purpose 354 Structure 355 Form 362
APPLICATIONS 364

Chapter 15 ORGANIZATIONS: EXTERNAL ENVIRONMENT AND STRUCTURE

INDIVIDUALS AND ORGANIZATIONS 371
Awareness of the Organization 371 Identifying the
Organization 372 Defining Characteristics 372

THE ORGANIZATION’S EXTERNAL ENVIRONMENT 375
Systems 375 Closed Systems 376 Open Systems 377
System Boundaries 379 Boundary Spanning 380
General and Specific Environments 381 Environmental
Dimensions 382 Environmental Dimensions and
Structure 384

STRUCTURE 385
A View of the Structuring Process 385 Structure and
Technology 389

PERSPECTIVE 392

Chapter 16 ORGANIZATIONS: APPRAISAL, REWARD, AND CHANGE PROCESSES

APPRAISING JOB BEHAVIOR AND PERFORMANCE 399
Appraisal Decisions 400 Organizational Perspective 401

COMPONENTS OF THE APPRAISAL PROCESS 402
Purposes 402 Sources 403 The Appraisee’s
Perspective 405 The Impact of the Job 406 Criteria for
Effective Appraisal 406 Appraisal Instruments 408
Appraisal: Some Final Notes 412

REWARDING JOB BEHAVIOR AND PERFORMANCE 416
Extrinsic and Intrinsic Rewards 416 Bases for
Distributing Rewards 418 Tying Rewards to
Performance 421

ORGANIZATIONAL CHANGE 423
Forces of Change and Stability 424 Individuals and
Change 425 Organizational Development 427

Chapter 17 CAREERS AND ETHICAL ISSUES

CAREERS 435
Career Defined 436 Career Stages 436 Organizations
and Career Programs 439 Individual Responsibility 441
Career Success and Personal Failure 441

ETHICAL ISSUES 444
Ethical Standards and OB Research 444 The Economics
of Ethical Behavior 445 Ethical OB Practice: Personal
Observations 448

Contents

344

370

398

434



X
Contents

PART 4  CASES 453

INTRODUCTION 455

The Case Method 455 Cases in This Book 456

CASE 1 MARSHA WILLIAMS—FRIENDLY PERSUADER 457

CASE 2 JACKSON UTILITIES 463

CASE 3 JIM BRISTOL 467

CASE 4 ASSISTANT 470

CASE 5 CHRIS LOGAN—CITY ENGINEER 478

CASE 6 RIVER STATION 486

CASE 7 PROGRESS INDUSTRIES, INC. 490

CASE 8 THE PETROLEUM COMPANY CASE 494

CASE 9 MEGAFLEX 499

CASE 10 URBAN RENEWAL IN NEW HAVEN 506

CASE 11 OLDTOWN CHAMBER 515

CASE 12 THE OFFSHORE CONSTRUCTION
COMMITTEE 521

CASE 13 NORTEX 528

CASE 14 ARTIFICIAL GRAPHITE COMPANY 533

CASE 15 THE GLASAM COMPANY 538

CASE 16 AFFIRMATIVE ACTION? 545

CASE 17 WOODLAKE 550

CASE 18 FROM DISEQUILIBRIUM TO DISEQUILIBRIUM 555

CASE 19 DETROIT RANGER DISTRICT (A) 562

CASE 20 DETROIT RANGER DISTRICT (B) 571

CASE 21 MORTON & MYERS 574

CASE 22 MIRACLE CORPORATION 580

INDEXES 585



THE DRYDEN PRESS SERIES IN MANAGEMENT
Arthur G. Bedeian, Consulting Editor

Albanese and Van Fleet
Organizational Behavior: A Managerial Viewpoint

Bedeian
Organizations: Theory and Analysis

Bedeian and Glueck
Management, Third Edition

Boone and Kurtz
Contemporary Business, Third Editio:

Chen and McGarrah &
Productivity Management: Text and{Cases

Gaither
Production and Operations Manageme

A Problem-Solving and Decision-Making Appfoac] .

Gellerman
The Management of Human Resources

Grad, Glans, Holstein, Meyers, and Schmidt
Management Systems: A Guide to the Study and
Design of Information Systems, Second Edition

Higgins
Organizational Policy and Strategic Management:
Text and Cases, Second Edition

Hodgetts
Management Fundamentals

Hodgetts
Management: Theory, Process and Practice,
Third Edition

Hodgetts
Modern Human Relations

Holley and Jennings
Personnel Management: Functions and Issues

Holley and Jennings
The Labor Relations Process

Hollingsworth and Hand
A Guide to Small Business Management:
Text and Cases

Huseman, Lahiff, and Hatfield
Business Communication: Strategies and Skills

B 5 10 %

Huseman, Lahiff, and Hatfield
Readings in Business Communication

Jauch, Coltrin, Bedeian, and Glueck
The Managerial Experience: Cases, Exercises, and
Readings, Third Edition

Karmel
Point and Counterpoint in Organizational Behavior

B T 5\ Lee

ntroduction to Management Science

indauer
ommunicating in Business, Second Edition

McFarlan, Nolan, and Norton
Information Systems Administration

Mayerson
Shoptalk: Foundations of Managerial
Communication

Miner
Theories of Organizational Behavior

Miner
Theories of Organizational Structure and Process

Paine and Anderson
Strategic Management

Paine and Naumes
Organizational Strategy and Policy: Text and Cases,
Third Edition

Penrose
Applications in Business Communication

Ray and Eison
Supervision

Robinson
International Business Management, Second Edition

Smith
Management Systems: Analysis and Applications

Stone
Understanding Personnel Management

Viola
Organizations in a Changing Society: Administration
and Human Values



parr 1



INTRODUCTION

EXTERNAL ENVIRONMENT

INTERMEDIATE WORK ENVIRONMENT

IMMEDIATE WORK ENVIRONMENT

ABILITIES &
SKILLS

ROLE
PERCEPTION

JoB

BEHAVIOR

MOTIVATION




OUTLINE

AN OVERVIEW

\

A managerial viewpoint

A general framework

Abilities and skills

Role perception

Motivation

Immediate environmental variables

Intermediate and external environmental variables

Appendix 1A: Managers and organizational behavior
research



It is that which we do know which is The basic, underlying, never-varying

the great hindrance to our learning, not

that which we do not know.

C. Bernard

tradition of our Republic is insistence
upon the worth of the individual.

D. Acheson

ELCOME to the subject of organizational be-
havior (OB). Most students and managers
we encounter find OB extremely interesting,
College-level OB courses are popular electives
with students. Even when an OB course is re-
quired, students generally have positive atti-
tudes about taking it and retain those attitudes
throughout the course. Managers, too, seem
enthusiastic about and responsive to OB-re-
lated courses and training sessions.

What is behind this common interest and enthusiasm? It is not that
students and managers are always satisfied with what they get out of OB
courses. Many, in fact, are frustrated by OB’s contingency orientation (dis-
cussed in Chapter 3), by its varied theories and concepts, and by its
failure to provide simple and “neat” answers to complicated and “messy”
behavioral problems. Nevertheless, OB generates interest and enthusi-
asm, in our opinion, because it confronts issues of profound concern to
individuals and organizations—issues that are fundamental, not simply to
jobs or career problems, but to problems and opportunities that oc-
cur during the processes of living and coping in complex and uncer-
tain environments. In short, students and managers find OB relevant to
their lives.

OB is a field of study and research. As such, it draws heavily on the
behavioral sciences, mainly psychology, social psychology, sociology, and
anthropology. However, OB is not limited to contributions from these dis-
ciplines, as this book will demonstrate. OB is primarily interested in be-
havior in organizations, even though much of OB’s content is applicable
outside of organizational contexts. OB is concerned with the application
of behavioral science knowledge to the identification, understanding, and
resolution of behavioral problems. Some OB theories and concepts may
seem too esoteric and tentative to have application value. That may in-
deed be the case. Nevertheless, taken together, OB’s body of knowledge is
intended to be used by real people confronting real behavioral problems
and opportunities.

We have decided not to supply a textbook definition of OB. Rather, in
this chapter we provide a brief overview of the entire text. There are two
reasons we have chosen this approach. First, the chapters represent the
way we see OB at the present time. Admittedly, there are some theories
excluded from the discussion; and there are several topics that legit-

A\
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Part 1 Introduction

imately could be included but are not. However, because we could not
discuss every issue in OB today, choices had to be made. The result of our
choices is reflected in the remaining chapters of this book. In effect, these
chapters are our “definition” of OB.

There is a second reason we present a brief overview of OB in this
chapter. Note that the title of this book is Organizational Bebavior: A
Managerial Viewpoint. The book is directed to current and future man-
agers and to those who will interact with managers in organizations.
Throughout the book, therefore, an effort is made to relate the discussion
to managers and to identify the managerial implications of the topic being
discussed.

A common feature of reports submitted to managers in the real world
is that they begin with a summary, sometimes called an executive sum-
mary. That is the nature of this first chapter. Sometimes executive sum-
maries are read by managers as a substitute for reading a full report. Ob-
viously, that is not a purpose of the brief overview included here. Rather,
the overview presents a “big-picture” view of OB and introduces the en-
tire contents of the book.

A MANAGERIAL
VIEWPOINT

One of the main features of this book is its emphasis on the managerial
viewpoint. Consequently, the opening discussion is about the nature of
managerial work and ways of thinking about the managerial role.

A manager (executive, administrator, supervisor) is any person in
an organization who is accountable not only for his or her personal job
performance, but also for the job performance of subordinates. Thus,
the manager’s primary task is to create and maintain environments in
which people can accomplish goals efficiently and effectively. In carrying
out this primary task, the manager’s legitimacy derives from the formal
authority vested in his or her position through the process of delega-
tion of authority. Although all managers have the same fundamental ac-
countability, in practice they differ greatly in the ways they meet their
accountability.

There are several ways of thinking about the managerial role. The
most traditional thinks about managing in terms of a set of activities or
functions (planning, organizing, staffing, directing, and controlling) that,
taken together, make up a managerial process. This process embodies
what managers are supposed to do in order to meet their accountability.
More recently, an interpretation that has received considerable attention
divides the managerial role into three subroles: interpersonal, informa-
tional, and decisional. Other studies of managerial positions identify thir-
teen separate factors involved in managing. All of these approaches to the
managerial role can be useful in developing a managerial viewpoint.



